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ABSTRACT
The purposes of this study were (a) to learn about the pathways to the superintendency
for Hispanic superintendents in Texas and (b) to examine cultural issues encountered along the
way. Collected data were compared to Schein‘s theory of organizational career mobility. A
triangulation approach consisting of in-depth interviewing, survey completion, and observational
data solicited information pertaining to their career development tracks, personal and career
preparation, and incentives or disincentives to pursuing the superintendency. Participants were
purposively selected from approximately 120 to 130 current Hispanic superintendents in Texas.
The selected superintendents lead large districts (student enrollment exceeding 25,000)
throughout various Texas geographical regions. Specifically, 11 current Hispanic
superintendents met the research criteria to participate in the study. It was found that, rather than
looking at pathways to the superintendency as the acquisition of titles (principal, director,
area/associate superintendent), what determines career advancement or leads to the pathway to
the superintendency for Hispanic individuals is their (a) self-perception, (b) attitudes, and (c)
behaviors as they traverse specific work experiences related to school leadership. The ―glass
ceiling‖ for Hispanic leaders who wish to advance to the superintendency involves changing
perceptions about Hispanic leaders and serving as the impetus for future educational leaders so
they too are considered viable candidates.
Key Words: Hispanic superintendents, case study, career mobility, career advancement,
cultural issues
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CHAPTER 1
INTRODUCTION
Superintendent studies conducted in the past 100 years show a remarkable stability in the
demographic profiles of persons occupying this position. One of the first superintendent studies,
conducted in 1899, described superintendents to be predominately middle-aged, White, nativeborn, Protestant, married males (Tyack, 1976). Little has changed in the demographic profiles for
race and ethnicity of current superintendents in the United States, with slow growth in particular
for Hispanic superintendents (Kowalski & American Association of School Administrators
[AASA], 2011). (References made to Hispanics in this study include Latino ethnicities, as well.)
With a rapidly growing nationwide population, it is essential to investigate factors that have
enabled some Hispanic educational leaders to reach the level of superintendent and in particular,
what pathways they took to advance to this position.
The focus of this qualitative case study was to collect data from current Hispanic
superintendents in the state of Texas and apply Schein‘s theory of organizational career mobility
(OCM) to the findings. (The terms career mobility, career tracks, pathways, and advancement
are used interchangeably in this dissertation). A triangulation approach of in-depth interviews,
survey, and observation solicited information pertaining to their career development tracks,
personal and career preparation, and incentives and disincentives to pursuing the
superintendency. Participants were b purposively selected from approximately 120 to 130 current
Hispanic superintendents in Texas (Texas Education Agency [TEA], 2014a). The
superintendents led large districts (student enrollment exceeding 25,000) throughout various
Texas geographical regions. Specifically, 11 current Hispanic superintendents from five of the
seven state geographical regions met the research criteria and were thus eligible to participate in
1

the study. As seen in Table 1, 2011 Hispanic geographical and demographic data identified
Texas as one of the top 10 states by Hispanic population, second only to California (Brown &
Lopez, 2013). The researcher‘s residence in Texas was the primary reason for studying this
question in Texas.

Table 1
Top 10 States by Hispanic Population, 2011
Population
(in millions)

Percentage of
total population

14.4

37.7

Texas

9.8

25.7

Florida

4.4

19.1

New York

3.5

19.5

Illinois

2.1

12.9

Arizona

1.9

6.5

New Jersey

1.6

8.8

Colorado

1.1

5.1

New Mexico

1.0

2.1

Georgia

0.9

9.8

State
California

Source: Mapping the Latino Population, by State, County and City, by A. Brown & M. H.
Lopez, 2013, retrieved from http://www.pewhispanic.org/files/2013/08/latino
_populations_in_the_states_counties_and_cities_FINAL.pdf

This study was designed to answer questions such as (a) What was the pathway to the
superintendency for current Hispanic superintendents in Texas? (b) What career tracks did
2

Hispanic superintendents pursue? (c) What is the extent of their personal and career preparation?
(d) What incentives or disincentives exist for current Hispanic superintendents as they pursued
their career? And (e) How does the career advancement toward the superintendency for Hispanic
leaders in Texas compare to the theoretical framework of Schein‘s theory of OCM?
In the American School Superintendent 2010 Decennial Study (Kowalski & AASA,
2011), minority superintendents (American Indian or Alaska Native, Asian, Black or African
American, Hispanic or Latino, Native Hawaiian or other Pacific Islander, Other) accounted for a
6.0% of superintendents in the United States, of whom 2.0% specifically identified themselves as
Hispanic or Latino. (The definition of Hispanic or Latino origin used in the 2010 U.S. census
refers to a person of Cuban, Mexican, Puerto Rican, South or Central American, or other Spanish
culture or origin regardless of race; Humes, Jones, & Ramirez, 2012).
In Texas, Hispanic superintendents account for 10.8% of current district leaders (TEA,
2014a), despite Hispanic students making up 51.8% of the student population (TEA, 2014c).
Finding educational leaders representative of the current diverse student populations is of
significance to understand population needs, support cultural identities, and advocate for these
student groups (Kalbus, 2000; Meier, O‘Toole, & Nicholson-Crotty, 2004). Research that
examines the impact of Hispanic or Latino superintendents makes a positive and significant
impact of the effects of Hispanic superintendents on Hispanic students by influencing policy for
these students and improving educational experiences, such as increasing the number of Hispanic
students taking college board examinations and advanced placement classes.
Latinos at all levels of the governance system, political and managerial, influence
representation at all levels. Findings also indicate that Latinos at each level of governance
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have positive effects, directly and indirectly, on outcomes for Latino students. (Meier et
al., 2004, p. 1)
Various studies have looked at the role of school superintendents from different
viewpoints (Azinger, 2003; Brunner & Kim, 2010; Howley, Pendarvis, & Biggs, 2002; Kalbus,
2000; Kim & Brunner, 2009; McGee, 2010; Tallerico, 2003). Researchers have delved into areas
indicative and expected of superintendents, such as the superintendent as a teacher-scholar,
business manager, statesman, social scientist, and communicator (Bjork & Kowalski, 2005;
Kowalski & AASA, 2011). Although the research on various aspects of the superintendency is
extensive, little attention has been given to qualitative studies of Hispanic superintendents, in
particular the experiences of current Hispanic superintendents in Texas as they advanced through
their career. In light of research showing that the total years of experience as a superintendent
ranges from 2 to 8 years (Kowalski & AASA, 2011), it is critical for local school boards,
preparation programs, and school districts to identify key factors and experiences that have led to
career advancement for Hispanic leaders in order to fill vacancies to achieve leadership
representation similar to the growing number of Hispanic students.
Problem Statement
A universal problem at national, state, and local levels is the reported shortage of
superintendents applying for positions and a limited applicant pool in the profession (Azinger,
2003; Brunner & Kim, 2010; Howley et al., 2002). With these shortages across the board, having
superintendent representation that is reflective of today‘s diverse student populations is a major
concern. Table 2 shows that, between 2010 and 2021, enrollment in public elementary and
secondary schools in the United States is projected to decrease 2% for students who are White,

4

Table 2
Projection of Changes in Enrollment in Public and Secondary Schools, 2010–2021
Race/ethnicity

Percentage enrollment change

White

-2%

Black

+5%

Hispanic

+24%

Asian/Pacific Islander

+26%

American Indian/Alaska Native

+16%

Two or more races

+34%

Source: Projections of Education Statistics to 2021 (NCES 2013-008), by W. J. Hussar & T. M.
Bailey, 2013, Washington, DC: National Center for Education Statistics.

increase 5% for students who are Black, increase 24% for students who are Hispanic, increase
26% for students who are Asian/Pacific Islander, increase 16% for students who are American
Indian/Alaska Native, and increase 34% for students who are of two or more races (Hussar &
Bailey, 2013).
In Texas, as in the United States, the student population in elementary and secondary
public schools is diverse. Table 3 shows the student demographics in Texas indicating that
Hispanic/Latino students make up the majority (51.8%) of the student enrollment in Texas (TEA,
2014c).
Although Hispanic students currently constitute the largest percentage of the state student
population in elementary and secondary schools, data suggest they are not enrolling in higher
education programs at the same rate as students of other ethnicities. In 2010, 31.9% of Hispanic

5

Table 3
Texas Student Enrollment by Race/Ethnicity, 2013-2014
Race/ethnicity

n

%

20,225

0.4

Asian

189,906

3.7

Black or African American

652,719

12.7

2,668,315

51.8

6,801

0.1

1,517,293

29.5

96,666

1.9

5,151,925

100.0

American Indian or Alaska Native

Hispanic or Latino
Native Hawaiian or other Pacific Islander
White (not Hispanic or Latino)
Multiracial
Total

Source: Enrollment in Texas Public Schools 2013-14 (Document GE15 601 03) by Texas
Education Agency, 2014c, Austin TX: Author.

students enrolled in Texas public community colleges and universities, compared to 46.2%
White, 15.7% Black, and 6.2% Asian and Other populations (Murdock, Cline, Zey, Jeanty, &
Perez, 2014). Table 4 shows the disparities in higher education enrollment.
The percentage of students actually completing high school and college is noted in Table
5, with data indicating that, among Hispanics, 59.6% graduate high school and 11.6% graduate
college, making the demographic group with the lowest rates of completion (Murdock et al.,
2014).
Educational attainment for Texans ages 25 and older in 2010 is improving from past
years; however, the attainment rate for Hispanics decreases as each educational level advances
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Table 4
Enrollment by Race/Ethnicity, Texas Public Community Colleges and Universities
Year

White

Black

Hispanic

Asian and other

Total

2010

46.2

15.7

31.9

6.2

1,276,3278

Source: Changing Texas: Implications of Addressing or Ignoring the Texas Challenge (p. 109),
by S. H. Murdock, M. E. Cline, M. Zey, P. W. Jeanty, & D. Perez, 2014, College Station: Texas
A & M University Press, copyright 2014 by Steve H. Murdock, adapted with permission.

Table 5
Percentage of Population Ages 25 Years and Older in Texas Who Are High School Graduates
and Higher or College Graduates, by Race/Ethnicity, 2010
Educational
Attainment

White

Black

Hispanic

Asian
and other

Total

High school
and higher

92.0

86.4

59.6

87.1

80.7

College and
higher

34.1

19.7

11.6

46.0

25.9

Source: Changing Texas: Implications of Addressing or Ignoring the Texas Challenge (p. 110),
by S. H. Murdock, M. E. Cline, M. Zey, P. W. Jeanty, & D. Perez, 2014, College Station: Texas
A & M University Press, copyright 2014 by Steve H. Murdock, adapted with permission.

(Murdock et al., 2014), prompting a call for action to inspire and motivate these students to
advance their education. Table 6 denotes that rates of attainment of a high school diploma were
25.8% for Hispanics, 25.3% for Whites, 30.4% for Blacks, and 17.3% for Asians and Others.
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Table 6
Educational Attainment for the Population Age 25 and Older in Texas in 2010

Total

Less than
high school

High school
diploma

Some college
or Associate
degree

Bachelor‘s
degree
or more

White

8,099,053

8.0

25.3

32.6

34.1

Black

1,762,154

13.7

30.4

36.3

19.6

Hispanic

5,063,779

40.4

25.8

22.2

11.6

847,136

12.9

17.3

23.8

46.0

15,772,122

19.3

25.6

29.2

25.9

Race/ethnicity

Asian & Other
Total

Source: Changing Texas: Implications of Addressing or Ignoring the Texas Challenge (p. 112),
by S. H. Murdock, M. E. Cline, M. Zey, P. W. Jeanty, & D. Perez, 2014, College Station: Texas
A & M University Press. Copyright 2014 by Steve H. Murdock. Adapted with permission.

The 25.8% of Hispanic students completing high school is the group most accessible to
public school superintendents in Texas. Based on the theory of representative bureaucracy (see
the literature review), the impact of Hispanic superintendents leading schools comprised of
predominately Hispanic students and other minorities is significant to the field of educational
research. Improving the interests of minority groups through advanced education affects the
economy in Texas through a skilled labor workforce leading to increased projected income for
the state and population as a whole (Murdock et al., 2014).
Hispanics are expected to account for 51% of the population growth between 2000 and
2050, so that by mid-century, the Hispanic population is projected to reach 98 million,
representing about one fourth of the total U.S. population (Llagas & Snyder, 2003). Currently,
the reported Hispanic population in Texas is 25.7 million (Brown & Lopez, 2013), an indication
8

that U.S. projections are slated to meet, if not surpass, early indications of Hispanic growth. In
response to the Projections of Education Statistics to 2021 (Table 2), indicating that between
2010 and 2021, enrollment in public elementary and secondary schools is projected to increase
24% for Hispanic students (Hussar & Bailey, 2013), along with year 2050 projections that
assume that 50.1% of Hispanic students will enroll in public colleges and universities (Murdock
et al., 2014), an investigative look at viable options for Hispanic leaders to pursue that may lead
to district leadership reflective of student populations in order to influence and address the needs
of minority populations is warranted.
To address and combat reported shortages of superintendent applicant pools and promote
commitment to equity, preparation programs and education associations are utilizing various
strategies to recruit and prepare future leaders for the superintendency (Darling-Hammond, 2010;
Tallerico, 2003). Three broad categories for increasing the number of viable candidates for the
superintendency are (a) improving recruitment by supporting possible successors within the
organization, (b) looking outside of education for candidates with alternative routes to
administrative certification, and (c) increasing the attractiveness of administrative work to
include the superintendent position (Tallerico, 2003). Similarly, policy makers are rescinding or
modifying state licensing policies so that noneducators are permitted to serve in administrative
positions (Kowalski & AASA, 2011). The demand for advanced degrees, such as a doctorate, has
led preparation programs to see an increase in the number of earned doctorates for
superintendents in the United States, from 29% in the early 1970s to 45% in 2010 (Kowalski &
AASA, 2011). Research has made its case for universities and workshop programs to focus on
competencies that promote district-level improvement and improved incentive packages to
attract future leaders from those currently working in classrooms who may be looking for career
9

advancement in educational leadership (Azinger, 2003; Howley et al., 2002; McGee, 2010).
Table 7 identifies the ethnicities of future potential educational leaders whom are currently
teaching in Texas public schools.

Table 7
Distribution of Race/Ethnicity of Teachers in Texas, 2013
Race/Ethnicity

Percentage

African American

9.0

Hispanic

24.9

White

63.2

Other

2.9

Source: Snapshot 2013 Summary Tables: State Totals, by Texas Education Agency, 2013b,
retrieved from http://ritter.tea.state.tx.us/perfreport/snapshot/2013/state.html

These recruitment efforts have prompted some growth and opportunities, not only for
Hispanics but for other minorities in the profession, however, efforts are still not meeting the
goal of increasing the percentage of minority superintendents consistent with the general ethnic
makeup of student demographics, as evident with 51.8% of Texas Hispanic students (Table 3)
versus 10.8% of Texas Hispanic superintendents (TEA, 2014a). Table 8 provides the
demographic distribution of current Texas superintendents by ethnicity.
The shortage of Hispanic educational leaders from which to select for the superintendent
position is a problem not only in Texas but in the nation as well (Kowalski & AASA, 2011).
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Table 8
Texas Superintendents by Race/Ethnicity
Race/Ethnicity

Percentage

American Indian or Alaska Native

0.5

Asian

0.9

Black or African American

6.6

Hispanic or Latino

10.8

Two or more races

1.3

White

79.9

Source: Personal communication, Texas Education Agency, September 3, 2014.

Without equity in representation, superintendents who make educational decisions that guide
student curriculum choices and influence the establishment of school-wide norms hinder the
education of Hispanic students by limiting understanding and identification of this student body
population (Kalbus, 2000; Meier et al., 2004).
The current study is an endeavor to show the routes that current Hispanic superintendents
who lead large districts in Texas have taken to obtain the superintendent position. Their
advancement will be compared to concepts in Schein‘s theory of OCM. This research is an
attempt to identify various career paths for administrators that have led to superintendent
placements for Hispanic leaders and address any cultural issues they may have experienced so
that future aspiring superintendents may follow suit, resulting in an increase in the number of
Hispanic superintendents in Texas and possibly throughout the nation. This study adds to the
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literature by obtaining qualitative, first-hand narrative accounts and perceptions about pathways
to the superintendency from Hispanic superintendents in Texas.
Purpose Statement
The purpose of this multiple case study is to learn about the pathways that Hispanic
leaders have taken to obtain the superintendent position in Texas public schools and to identify
any cultural issues that they may have encountered along the way. The pathways to the
superintendency will be defined as career tracks, employment positions held, and personal/career
preparations leading to the superintendent position. Participants for this study were seven current
Hispanic superintendents in Texas leading districts with student enrollment in excess of 25,000.
Eligible participants completed a survey and were interviewed to obtain their in-depth
descriptions of their personal experiences leading to the superintendency. To a minimal extent,
observation data were also collected during the interview process.
The primary reason for researching the phenomenon of Hispanic superintendents includes
trends in changing demographics within the superintendent position. At present, there is a
demographic shift in the race and ethnicity distribution of educational leaders. Slowly, the
composition of superintendents is changing from predominately White males. The latest data in
Texas show that Hispanic superintendents represent 10.8% of all superintendents (TEA, 2014a),
compared to 2.0% Hispanic at the national level (Kowalski & AASA, 2011). The unique
opportunity to interview representatives of a largely concentrated population of Hispanic
superintendents in Texas was the driving force behind this research endeavor. Identifying
commonalties or similar experiences among these Hispanic superintendents is essential, given
the growing diversity of race and ethnicity in educational leadership.
Five research questions guided this study:
12

1. What was the pathway to the superintendency for Hispanic superintendents in Texas?
2. What career tracks did Hispanic superintendents pursue?
3. What is the extent of their personal and career preparation?
4. What incentives and disincentives exist for current Hispanic superintendents as they
pursue their careers?
5. How does the career advancement toward the superintendency for Hispanic leaders in
Texas compare to the theoretical framework of Schein‘s theory of OCM?
At the conclusion of this dissertation, certain concepts and themes of Hispanic
superintendents in Texas are identified with regard to their pathway to the superintendency. This
will enable local school boards, preparation programs, and school districts to identify factors that
lead to career advancement toward the superintendency in order to prepare aspiring Hispanic
leaders to fill the applicant pool for future district leadership roles as superintendent.
Theoretical Framework
Researchers regularly use a theoretical lens that shapes the types of questions asked,
informs how data will be collected and analyzed, and results in proposed action or change
(Creswell, 2009). Edgar Schein‘s theory of OCM was the guiding theoretical lens for this study.
This theory guided development of the research questions and assisted in identifying the study
participants. An explanation of Schein‘s theory of OCM, a review of previous studies involving
career mobility, and a discussion of how the findings would relate to OCM in this study are
found in the literature review section.
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CHAPTER 2
LITERATURE REVIEW
Studies of superintendents have encompassed an array of issues related to the
superintendent position. Studies have researched areas such as their preparation, evaluation,
gender issues, perceptions from school board members and other stakeholders, turnover factors,
selection process, challenges and barriers, and their pipeline or career path toward the position.
This literature review addresses research related to superintendent demographics, career
development tracks, and selection and recruitment for the position. An analytical view of
personal and career preparation, mentoring, incentives and disincentives, and accountability
standards that influence superintendents is presented. Existing research utilizing career mobility
as a theoretical lens is warranted to gain insight as to how this study contributes to existing
literature. A discussion of studies of pathways to the superintendency and a synopsis of
representative bureaucracy ensue. Attention is given to an overview of Texas governance
structures. At the conclusion of this study, results were compared to existing research discussed
in this literature review. A review of existing research is warranted to advance the significance of
this research endeavor.
Pipeline to the Superintendency
Extensive research on the pipeline or pathways to the superintendency has accumulated a
wealth of information from the scholarly community. Research studies have delved in this topic
from a gender point of view (FeKula & Roberts, 2005; McGee, 2010), with extant literature
specific to and related to female experiences (Kelsey, Allen, Coke, & Ballard, 2014; Skrobarcek
& Stark, 2002; Tallerico, 2000). In addition to administrator and other stakeholder perspectives
(Azinger, 2003; Glenn & Hickey, 2010; Howley et al., 2002), scholars have embarked on
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research involving minority populations that include Hispanics and people of color (Cervantes,
2010; Garza, 2003; Kalbus, 2000).
Research cited throughout this document summarizes the above and other relevant
findings; however, more discussion is needed for a thorough investigation of topics related to the
pipeline. In research examining superintendent search and selection processes, Tallerico (2000)
asserted that accessing the superintendency is influenced by (a) gatekeeping decisions based on
power holders‘ personal criteria, (b) the routine practices that characterize recruitment of
superintendents, (c) norms embedded in the administration profession, and (d) the dominant
ideologies and sociocultural values of American society. Tallerico‘s studies reveal that gates are
open widest for candidates with experience as superintendent, assistant superintendent, or high
school principal— positions most typical of nonminority males. The gates are open only partially
for those with experience primarily in the elementary principalship or other administrative roles.
Cultural norms affecting access to the superintendency include social prejudices, racial and
gender stereotyping, and adherence to certain ideologies that disadvantage women and people of
color.
To aid women in planning for career advancement toward the superintendency,
Skrobarcek and Stark (2002) addressed issues indicated as barriers for women: (a) Women have
not been socialized to aspire to administrative positions or to prepare for them, (b) school
systems are structured in ways that exclude women from higher-level jobs, (c) male dominance
in society overall results in sex discrimination that limits women to subordinate positions. These
researchers noted that the career paths women must consider in preparation for top levels of
educational administration include secondary principalship, advanced degree, and consideration
of location for employment and experience opportunities. In a similar vein, Kelsey et al. (2014)
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advanced the need for women to network, stay current in the field, and lead by servant
leadership. These strategies were identified by Texas female superintendents as the strategies
most needed to increase self-confidence and develop as a strong leader.
With respect to pipeline studies involving race and ethnicity in Texas, Garza (2003)
contended that there is no single factor indicative of success in attaining upper-level
administrative positions by Hispanic leaders; rather, a combination of personal, professional,
experiential, educational, situational, organizational, and community factors is most indicative of
attainment. Garza found that Hispanic public school administrators would be more likely to
experience upward mobility if they (a) project a likeable image; (b) have had an early
educational experience; (c) are paired with a role model and mentor of the same ethnic
background; (d) have a relatively well educated spouse and mother; (e) possess strong
socialization or personality attributes; (f) hold a doctorate degree; (g) have had previous
administrative experience such as high school/junior high principal, central office director,
deputy, area, associate, or assistant superintendent position; (h) are geographically mobile; (i)
were previously employed in an ethnically diverse district and community; and (j) have varied
and diverse administrative experience.
Padilla (2003) identified career paths of Hispanic superintendents in Texas. Although no
one path was discernable, most participants followed the path of teacher, assistant principal,
principal, central office administrator, then superintendent. His research respondents reported
that a mentor had assisted them in obtaining a superintendent position. Most of these
superintendents served in districts with high concentrations of Hispanic students and reported
that their race had affected their professional growth in a neutral to positive way. Advice given to
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aspiring superintendents was to concentrate on developing necessary skills and competencies to
do the job, do the right thing morally, and simply ―go for it‖ (Padilla, 2003).
Supporting Padilla‘s findings and based on school board presidents‘ perspectives,
Cervantes (2010) identified the most important personal attributes for being selected as a
Hispanic male superintendent in Texas: level of education, previous experience in school
administration, and years of experience in education. Professional attributes support Garza‘s
findings that honesty and sincerity and well-defined career goals are important characteristics. It
is important to note that research findings concur that district enrollment size does not affect
these attributes when school board presidents consider the selection of a male Hispanic
superintendent in Texas.
The major source of superintendency pipeline data is from a quantitative point of view,
using surveys and analysis of secondary quantifiable data. This research adds to the literature by
approaching case studies within one state (Texas), specific to a particular race/ethnicity group
(Hispanics), and in a certain context (leading large districts). Perspectives and experiences of
participants were evaluated via a qualitative triangulation approach using interviews, survey
data, and observations.
Superintendent Demographics
The superintendents is the chief executive officer of the school district, responsible for its
management and operations (Texas Association of School Boards, 2015). Texas has four
requirements to obtain a Superintendent certificate: (a) hold a master‘s degree from a university
accredited by an accrediting agency recognized by the Texas Higher Education Coordinating
Board, (b) hold a Principal certificate or the equivalent issued by TEA, another state, or a
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country, (c) complete an approved superintendent educator preparation program, and (d) pass the
required examination (TEA, 2015b).
Superintendents in Texas are leading more than 1,200 school districts serving more than
8,700 schools, more than 334,000 teachers, and more than 5 million students (TEA, 2014c).
These 1,200 districts are divided into 20 geographic regions, each served by an Education
Service Center (ESC; TEA, 2015c). In the 2013-14 school year, Hispanic students accounted for
more than 65% of enrollment in five ESC regions: Region 1 (Edinburg), Region 2 (Corpus
Christi), Region 18 (Midland), Region 19 (El Paso), and Region 20 (San Antonio; TEA, 2014c).
Of the 11 eligible participants for this study, 9 were from one of these regions.
Racial/ethnic diversity among Texas superintendents is higher than that of
superintendents nationally. Table 9 and Table 10 provide a comparison of superintendent
demographics by race/ethnicity and gender in Texas and the United States.
Given the slow increase in minority superintendents over the past 10 years at the national
level, from 5.1% minority (non-White) in 2000 (Glass, Bjork, Brunner, & AASA, 2000) to 6.0%
minority (non-White) in 2010 (Kowalski & AASA, 2011), increasing the number of minority
persons in teaching and administrative roles that align to potential future superintendent positions
will help to alleviate the imminent shortage in the field of educational leadership. Table 11
shows the consistency in race/ethnicity demographics at three reporting periods in the United
States.
Career Development Tracks
Career development has been researched to describe pathways that district leaders have
taken to advance to the rank of superintendent. Given the great need for highly qualified school
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Table 9
Race/Ethnicity of Superintendents in Texas and the United States
Race/ethnicity

Texas percentage

National percentage

American Indian or Alaska Native

0.5

1.5

Asian

0.9

0.3

Black or African American

6.6

2.0

10.8

2.0

1.3

0.2

White

79.9

94.0

Total

100.0

100.0

Hispanic or Latino
Two or more races or Other

Source: (a) The American School Superintendent, by T. J. Kowalski & American Association of
School Administrators, 2011, Lanham, MD: Rowman & Littlefield Education; (b) Personal
communication, Texas Education Agency, September 3, 2014.

Table 10
Gender of Superintendents in Texas and the United States
Gender

Texas percentage

National percentage

Female

22.9

24.1

Male

77.1

75.9

Source: (a) The American School Superintendent, by T. J. Kowalski & American Association of
School Administrators, 2011, Lanham, MD: Rowman & Littlefield Education; (b) Personal
communication, Texas Education Agency, September 3, 2014.
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Table 11
Minority Group Superintendents by Race/Ethnicity Categories in the United States for Years
2000, 2006, and 2010
2000
Race/ethnicity

2006

2010

f

%

f

%

f

%

18

0.8

15

1.1

27

1.5

5

0.2

3

0.2

5

0.3

Black or African American

50

2.2

27

2.0

36

2.0

Hispanic or Latino

31

1.4

18

1.4

36

2.0

0

0.0

American Indian or Alaska Native
Asian

Native Hawaiian, other Pacific Islander
White (not Hispanic or Latino)

a

a

a

a

2,112

94.9

1,239

93.9

1,692

94.0

Other

11

0.5

18

1.4

4

0.2

Total

2,227

100.0

1,320

100.0

1,800

100.0

Source: (a) The Study of the American School Superintendency 2000: A Look at the
Superintendent of Education in the New Millennium, by T. E. Glass, L. Bjork, C. C. Burnner, &
American Association of School Administrators, 2000, Arlington, VA: American Association of
School Administrators; (b) The State of the American School Superintendency: A Mid-Decade
Study, by T. E. Glass, L. A. Franceschini, & American Association of School Administrators,
2007, Lanham, MD: Rowman & Littlefield Education; (c) The American School Superintendent,
by T. J. Kowalski & American Association of School Administrators, 2011, Lanham, MD:
Rowman & Littlefield Education.
a

Not reported in that year.

superintendents and with fewer persons applying for leadership positions, research investigating
career paths is essential to replace retiring superintendents. Farmer (2007) identified five career
paths to the superintendency. The most common path was secondary teacher, secondary
principal, and superintendent. The secondary principal position was identified as the key
preparatory position for the superintendency, regardless of district size (Farmer, 2007).
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A similar study investigated differences and similarities between women‘s and men‘s
career mobility toward the superintendency. Kim and Brunner (2009) conducted a secondary
analysis of two large national data sets. They found that the typical route for men was secondary
teacher, athletic coach, assistant secondary principal, secondary principal, and superintendent.
Male educators moved vertically to superintendent through line positions (positions that directly
advance the organization in its core work), rather than through staff roles (functions to support
the organization with specialized advisory and support functions). The average age of male
superintendents was 52 to 53 years, they had taught in the classroom 7.3 years, they had begun
their administrative career about age 31.4 years, and their career mobility was faster than
women‘s by 5 to 6 years (Kim & Brunner, 2009).
The route to the superintendency for women was typically elementary or secondary
teacher, club advisor, elementary principal, director/coordinator, assistant/associate
superintendent, superintendent. Women moved diagonally through line and staff positions. The
average age of women superintendents was 53.1 years, they had taught in the classroom for 9.8
years, they started their administrative career at average age 36.7, and they became
superintendent at average age 47.3. A major difference between genders was the experience of
secondary school principalship (line position) that led to greater power and opportunities for
career advancement. These findings support other research indicating that the position of
secondary principal is important in accessing the superintendency (Kim & Brunner, 2009). Table
12 summarizes these findings.
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Table 12
Comparison of Men’s and Women’s Career Mobility Toward the Superintendency

Gender

Men
Women

Average age
at start of
administrative
career

Average
age became
superintendent

Average age of
superintendents

Years
taught in
classroom

52–53 years

7.3

31.4 years

41–42 years

Vertically

53.1 years

9.8

36.7 years

47.3 years

Diagonally

Movement to
superintendencya

Source: “School Administrators Career Mobility to the Superintendency: Gender Differences in
Career Development,‖ by Y. Kim & C. C. Brunner, 2009, Journal of Educational
Administration, 47(1), 75-107.

Selection and Recruitment
Studies related to selection and recruitment of superintendents cover broad topics
regarding selection process (Cervantes, 2010; Eadie, 2007; Tallerico, 2003). Cervantes (2010)
collected quantitative data to identify attributes or characters perceived by school board
presidents to be important when selecting a Hispanic male superintendent. Some of the most
important personal attributes identified were level of education, previous experience in school
administration, and years of experience. Most important professional attributes were honesty, fair
standards, personal integrity, and visionary leadership. Findings were congruent among large and
small size districts in different state geographical locations.
Eadie (2007) looked at selection of superintendents from the relations that
superintendents may have with school boards when they are being considered for the position.
Eadie began with the premise that board members must understand what they are looking for and
explore this in depth during interviews and reference checks to identify alignment of district
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goals with those of the potential superintendent. Persons who exhibit willingness or established
history of involving board members in strategic planning, budgeting, and performance
monitoring tend to be viewed more favorably for the position. In addition to the attributes and
qualifications that the board seeks, school board members must make every attempt to ensure
that the candidate‘s philosophical and operational views on governing align with their views.
The intricacies of school board/superintendent relations are supported in research
pertaining to the influence that school board members possess to influence supply and demand in
these positions (Tallerico, 2003). To address shortages in the field, three models are identified to
improve selection and recruitment for the superintendency: (a) improving recruitment of talented
educators, (b) searching outside the realm of education, and (c) increasing the attractiveness of
administrative work, especially that of the superintendent. Shortfalls of using these models were
addressed, in particular, how these recruitment practices may send misleading messages for
reasons behind current superintendent shortages. For example, strategies focused on improving
recruitment assume that educational institutions are underutilizing or bypassing existing pools of
potential leaders in the organization. Looking to fields outside of education such as the military,
business, and other professions assumes that educators are not interested, willing, or equipped to
take on administrative roles. Increasing the attractiveness of administrative positions assumes
that financial disincentives or difficult time demands or work conditions are at the root of
superintendent shortages.
How these recruitment practices may be inequitable to females and people of color is
analyzed and considerations are made for how school board members may unknowingly
contribute to this inequity. Tallerico (2003) asserted that sponsorship by sitting administrators,
professors of educational administration, state professional organizations, and superintendent
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search consultants is key to the acquisition of the superintendents, and opportunity structures,
role models, and screening procedures tend to favor males for career advancement. This involves
unwritten selection criteria that begin as private conversations but result in school boards
stereotyping by gender and defining ―best qualified‖ in terms of particular job titles and
overvaluing ―good chemistry‖ during the interview process. Asking whether a community is
―ready for a female‖ and questioning abilities to handle issues with technical issues such as
construction projects or bus maintenance are examples of gender stereotyping. Subtle forms of
gender discrimination ensue when school board members engage in qualifications that
emphasize individual achievement and gender neutrality in the hiring process, thus distracting
attention from the process at hand. Favoring specific employment positions (previous
superintendencies, assistant superintendencies, and high school principalships) that are not
typical for females or people of color lessens their likelihood of advancing through the selection
process. ―Thus, narrow definitions of quality as specific positions, rather than broader leadership
skills, regardless of the educational role or grade level where acquired, disproportionately benefit
nonminority males‖ (Tallerico, 2003, p. 360).
An equally significant issue pertaining to selection of superintendents is the process
itself. Making a case for an open search process, Attea (2010) called for the public to be a part of
the search process, reminding board members that the community owns the schools and should
be involved and kept informed regarding their vested interest. When hiring a new leader,
community members, parents, district employees, and students should be asked what
professional characteristics, leadership skills, and personality traits they would like to see in a
new superintendent. The board discusses the profile and makes changes as necessary. It is
suggested that these comments be made public with a summary incorporated in the community‘s
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profile. Candidates study the profile before applying to determine whether their professional
characteristics, leadership skills, and personality traits align with those of the district. Applicants
and their credentials are kept confidential until the interview stage, at which time names are
publicized. According to Attea (2010), keeping anonymity is important to some superintendents
because this public information may have detrimental effects or impressions on the applicant‘s
current board. For example, if a superintendent interviews three or four times in an open search
process and does not obtain the position, current board members and community may question
that person‘s commitment to the district and wonder whether multiple rejections means that no
one else wants that person to lead their organization. On the other hand, school boards may
respond favorably and offer increased pay and length of contract to retain employment. Attea
asserted that, when a highly qualified candidate learns that the search will be confidential, a
positive response typically ensues and, for different reasons,
Highly successful superintendents make difficult decisions about students, staffing,
promotions and demotions, fiscal expenditures, organizational priorities, school closings,
boundary adjustments and various other issues that present no-win scenarios . . . these
decisions often conflict with adult desires, whether they be with wishes of parents, staff
members or the community at large. Invariably, there will be some opposition to almost
every decision a superintendent makes. Superintendents who make these difficult
decisions and are successful in their work cannot afford to set themselves up as
vulnerable targets for their most vehement opponents. (Attea, 2010, p. 5)
Although laws pertaining to confidentiality vary by state, the degree of confidentiality allowable
in a superintendent search affects the quality of candidates that can be recruited.
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Personal and Career Preparation
In light of research showing that the total years of experience as a superintendent ranges
between 2-8 years (Kowalski & AASA, 2011), an analytical view of personal and career
preparation is warranted. In an examination of conditions of the superintendency that make it
attractive or unattractive as a career move for principals, Howley et al. (2002) reported that the
appeal of principals pursuing the superintendency includes (a) the chance to have a greater
impact, (b) satisfaction in making a difference, (c) implementing creative personal ideas, and (d)
ability to provide support to school and district staff. Difficulties include (a) increased burden of
responsibility for local, state, and federal mandates; (b) need to be accountable for outcomes
beyond their control; (c) low levels of board support; and (d) excessive pressure to perform. For
personal/contextual characteristics, principals with fewer years of teaching experience were more
likely to rate the difficulty of the job as important in their decision to pursue the position, while
principals who held cosmopolitan commitments (beliefs behind the importance of making a
name for oneself, an inclination to travel to broaden their horizons, and a willingness to leave
home in order to seek career opportunities) were more likely to view salary and benefits
paramount in their decision (Howley et al., 2002).
In a discussion of leadership challenges, Domenech (2009) reflected on the preparation
for the superintendency, identifying the principalship as the best training ground for
superintendents. The superintendent position is described as stressful, but superintendents fail to
realize the extent the stress until after they leave the position. Superintendents have learned to
deal with stress while continuing to be effective leaders. Of importance are the skills necessary to
be successful in the position: communication, data-driven decision making, interpersonal
relations, and getting the advanced degree (Domenech, 2009). As a result, many institutions are
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actively involved in training educational leaders, and professional development is a key
component of both the National Association of Elementary School Principals (NAESP) and the
AASA (Domenech, 2009).
Of particular interest is the examination of challenges, particularly barriers that are selfimposed by women leaders. McGee (2010) identified four themes connected to self-imposed
barriers developed by women: (a) Women start into administration at a later age, choosing to
raise their children first and having to find a balance between career and family responsibilities;
(b) women plan ahead, increasing their confidence of being prepared prior to seeking
administrative positions; (c) busy women raising families and completing degrees lack time for
―social networking‖ circles in which men are already accepted; and (d) once aspiring women
choose to seek a leadership position and recognize the barriers that can be self-imposed, they
quickly move up the ladder (McGee, 2010). Recommendations included the importance of
school districts and universities developing mentorship programs, encouraging men to mentor
female peers, opening social networks to females, workshops for gender specific needs,
purposeful internship programs, strategizing for family support systems, leadership programs to
balance personal and professional lives, implementing programs to help women build
confidence, preparedness, and keeping an open mind regarding relocation for promotion
(McGee, 2010).
Mentorship
Researchers (Daresh, 2004; Kamler, 2006) concurred with McGee (2010) on the
importance of mentoring, in particular, the mentorship of educators showing an interest or
potential for the superintendency. Kram (1983, 1985, as cited in Kamler, 2006) described
mentorship at two levels: psychological mentoring and career-related mentoring. Psychological
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functions involve role modeling, acceptance, confirmation, counseling and friendship; careerrelated functions encompass sponsorship, exposure and visibility, coaching, protecting, and
challenging assignments (Kamler, 2006, p. 298). Although there is overlap between these two
levels, objective career success indicators such as compensation and promotion are more closely
tied to career-related mentoring than to psychological mentoring; however, career-related
mentoring will more likely provide both informational and social support, which will allow
mentees to feel more confident in their career decisions. Providing personal feedback and
strategic career advice in conjunction with sponsorship, exposure, and visibility assists the
mentee in connecting and networking outside the organization by facilitating peer and crossfunctional relationships, as well as hierarchical interactions (Kamler, 2006).
The notion of traditional mentoring processes focusing predominately on transmission
and acquisition of knowledge is approached with caution, with researchers concluding that
mentorship must promote growth rather than ―cloning‖ to include ―insights into trends, issues,
and social realities that go beyond existing practices‖ (Daresh, 2004, p. 512). Some mentoring
networks have served as barriers for women superintendents, in particular the ―old boys
network,‖ that is, networks comprised predominately of White males advancing members into
positions of power and influence. It is through these networks that protégées learn about job
openings, understand administrative strategies, increase visibility to recruiters, and benefit from
the support system (Kamler, 2006). Women have reported that the lack of professional networks,
membership in the ―old boys‖ network, and influential sponsors makes it challenging to advance
toward the superintendency (Bjork & Kowalski, 2005; MacArthur, 2010). In a similar vein,
Grogan and Brunner (2005) reported that women and people of color need growth opportunities
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from former superintendents, executives of superintendents, and school board associations to
recruit, support, assist, and mentor these aspirants.
Not only is mentoring important for all aspirants to a position to gain insider information
and to learn from the experiences from those who have gone before them, but it is
especially important for women, and women and men of color, who have been
traditionally marginalized in the superintendent‘s role. Multiple mentors are needed to
help these aspirants navigate the unchartered waters of traditional routes to the
superintendency. (Bjork & Kowalski, 2005, p. 245)
Words of caution are advanced regarding potential harmful consequences of mentorship.
Daresh (2004) posited that mentorship can be detrimental if growth opportunities are
overshadowed by unintended overreliance on mentors. It is in this instance that mentoring no
longer exists, being replaced by a dependent relationship.
Incentives and Disincentives
Although not a requirement for the superintendency in Texas, research indicates that
persons with doctoral degrees showed more interest in the superintendency than those with
master‘s degrees (Azinger, 2003). The area of greatest difference in interest to pursue was the
extent to which the position offered an opportunity to make a difference in student learning. The
majority of respondents indicated that increased state requirements have infringed on the
superintendent‘s ability to accomplish the work that makes the job desirable. The second greatest
difference centered on pay. The third discrepancy centered on the amount of time and energy to
accomplish the job (Azinger, 2003).
In a recent national AASA survey of superintendents (Domenech, 2009), the top three
incentives for considering the superintendency were (a) being able to make a difference in public
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education (74%), (b) affecting learning (52%), and (c) compensation (41%). The top three
disincentives for considering the job were (a) the funding level of public education (54%), (b)
school board relations and challenges (50%), and (c) personal family sacrifices (46%).
In an analysis of the importance of working relationships between superintendents and
school boards, superintendents not only viewed instructional leadership and prior work
experience as key influences, they rated effective school board relationships as a key factor in
staying in the position (Byrd, Drews, & Johnson, 2006; Groholski, 2009). Byrd et al. (2006)
found that working with the board president, not being able to get decisions made at the board
level, and superintendent/board relations were significant factors in the length of tenure among
Texas public school superintendents. Other findings revealed that the future success of public
school systems depends on the leadership skills of superintendents as they relate to the
expectations of the governing boards. A positive relationship exists when the superintendent and
governing board do the ―right work‖ in the ―right way‖ and focus on fulfilling their leadership
responsibilities (Groholski, 2009; Kalbus, 2000).
Although school board relations are important to the superintendency and most influence
turnover rates, other factors also contribute to disincentives to staying in the position. Ranking
items that contribute to instability in the profession, Texas superintendents identified
superintendent/board relations and communication as the greatest threat to stability, followed by
increased politics. A higher percentage of superintendents who had remained in the district for 5
or more years reported that position to be their first. Superintendents who had changed districts
within 5 years had left because of inadequate support from the board; they left for better
opportunities. Results indicated that, after a superintendent reaches 5 years or more with a
district, the average tenure increases significantly (Byrd et al., 2006).
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The high turnover rate of superintendents leaves many districts in limbo as they search
for a permanent replacement. This has given rise to the appointment, demand, and availability of
interim superintendents. Many perquisites exist for this temporary assignment and may affect
supply and demand. School boards employ interim leaders on a per diem basis and may even
offer full pension, which allows them to earn more than that of a permanent assignment. Other
attractive options may include part-time hours, flexible schedules, and minimal evening
obligations (Tallerico, 2003). The temporary assignment and less stress contribute to preference
for this itinerant position, with some duties and roles differing from those of a permanent post.
When asked to identify differences in the permanent and situational assignment, interim
superintendents in Texas described their work as stabilizing, healing, morale building,
transitioning, redeveloping trust, and problem solving. They agreed on the importance of being a
visionary leader but ultimately confided that their role was to prepare the school district for the
incoming leader and to set up the permanent replacement for success (Bigham, 2011).
In a review of literature pertaining to challenges and barriers in the superintendency,
scholars have reported on an array of issues that make the position attractive or unattractive
(Bjork & Kowalski, 2005; Glenn & Hickey, 2010; Trevino, Braley, Brown, & Slate, 2008). In
research related to organizational, economic, personnel, and student-related challenges in
relation to tenure, district size, and district location, Trevino et al. (2008) found that
superintendents in south Texas viewed obtaining highly qualified teachers as the greatest
challenge, followed by the amount of funding or lack of funding received by their district. The
third challenge involved curriculum and instruction issues with political and governance issues
ranked fourth among challenges.
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In a review of studies specific to superintendents of color, Simmons (2005) highlighted
three additional barriers to the superintendency position overall: (a) problems exacerbated by
race, (b) economic and social deterioration of districts, and (c) difficulty in accessing the political
and social power relationships needed to implement change (Bjork & Kowalski, 2005).
External factors that influence superintendents include local, state, and national
community and conditions, government regulations, demographics, cultural climate, economic
situations, geography, political climate, and family conditions. From these external factors,
Glenn and Hickey (2010) identified three challenges that superintendents must meet to be
successful: (a) know the community‘s political power, (b) work collaboratively with the school
board, and (c) possess the ability to network, which is critical to minority superintendents.
Additional challenges have been created by public demand for improved student
performance and a more diverse student population. Accountability measures in light of
educational reform efforts have made the role of the superintendent more complex and stressful
than ever.
Accountability
In April 1983, the National Commission on Excellence in Education, formed by thenU.S. Secretary of Education Terrel H. Bell, released an education reform report entitled A Nation
at Risk (National Commission on Excellence in Education, 1983). The report was published to
define problems afflicting American education and to provide solutions for these issues. Included
in the report were summaries of commissioned research papers and public hearings that
presented recommendations for implementation related to content, standards, and expectations
for time, teaching, leadership, and fiscal support (Gardner, Larsen, & Baker, 1983).
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The Commission focused primarily assessed the quality of teaching and learning in the
nation‘s schools, colleges, and universities; compared American schools and colleges with other
advanced nations; studied the relationship between college admission requirements and student
achievement in high school; identified educational programs that resulted in college student
success; assessed major social and educational changes that affected student achievement; and
defined problems to be overcome in pursuit of excellence in education (National Commission on
Excellence in Education, 1983).
According to Gardner et al. (1983), findings were reported in four categories: content,
expectations, time, and teaching. Content findings concluded that students were opting to take
―general track‖ courses in lieu of college preparatory courses. Expectations revealed that time
spent on homework had declined, along with student achievement; compared to other advanced
nations, time spent in class hours was about three times less. American children spent less time
on school work and less time in the classroom, and the time spent on homework was used
ineffectively. The report indicated that schools were not doing enough to develop students‘ study
skills. Final findings related to teaching, indicating that the Commission had found that not
enough academically able students were being attracted to teaching, teacher preparation
programs needed improvement, and there was a serious shortage of teachers, in particular in
mathematics and the sciences (Gardner et al., 1983). Today, many of the recommendations from
the report are in place and have been the center point of educational reform in America.
One accountability measure is President George W. Bush‘s educational plan No Child
Left Behind (NCLB) program, instituted in 2002. NCLB changed the nature of public schooling
by making standardized test scores the primary measure of school quality (Ravitch, 2010).
Program priorities entailed increasing accountability for student performance, focus on what
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works, reduction of bureaucracy and increased flexibility, and empowerment of parents.
Priorities consisted of seven performance-based titles: (a) improving academic performance by
disadvantaged students, (b) boosting teacher quality, (c) moving limited English proficient
students to English fluency, (d) promoting informed parental choice and innovative programs, (e)
encouraging safe schools for the 21st century, (f) increasing funding for impact aid, and (g)
encouraging freedom and accountability. Priorities of NCLB addressed reform efforts of the
Elementary and Secondary Education Act (ESEA) and linked federal dollars to specific
performance goals to ensure improved results (U.S. Department of Education, 2001).
Directly affecting superintendents, NCLB placed the responsibility of closing
achievement gaps by students on superintendents. States, school districts, and schools were to be
held accountable for ensuring that all students met high academic standards. States were required
to develop a system of sanctions and rewards to hold districts accountable for improving
academic achievement. Schools that failed to make adequate yearly progress by disadvantaged
students first received assistance and then came under corrective action if they still failed to
make progress. If schools failed to make adequate yearly progress for 3 consecutive years,
disadvantaged students in those schools could use Title I funds to transfer to a higher-performing
public or private school, or receive supplemental educational services from a provider of their
choice (U.S. Department of Education, 2001).
Another mandate directly affecting superintendents as a result of A Nation at Risk and
NCLB was concern for adequate resources for leadership and financial support. The Commission
stated that superintendents must have the skills of persuasion, goal setting, and consensus
development. Since the introduction of these educational reforms, superintendents have taken on
the role of instructional leaders, as well as managers. They are now recruited in more rigorous
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ways, with universities purposively recruiting applicants more carefully for admittance into their
programs in an attempt to find those who will be successful district leaders (U.S. Department of
Education, 2008).
According to Bjork, Kowalski, and Young (2005), preparation programs follow
recommendations to prepare the next generation of superintendents for the position: (a) focus on
student learning, (b) viewing schools as political entities embedded in local communities, (c)
restructuring schools to achieve social and organizational justice, (d) sharing responsibility for
professional preparation with school districts, (e) situating learning in work context, (f) orienting
curriculum toward problems of practice, (g) using reality-oriented instructional formats, (h)
adopting student-centered instructional approaches, (i) gathering aspiring district leaders into
cohorts to function as communities of learners, and (j) using performance-based assessment
strategies to ensure that candidates can perform competently (Bjork & Kowalski, 2005).
Texas Governance and Diversity
The term governance refers to the means by which the school board and administration
collaborate to adopt policies, achieve consistent management, and assign decision-making
authority in the school district (Texas Association of School Boards, 2015).
The TEA is the state agency that oversees primary and secondary public education in
Texas. It is headed by the Commissioner of Education. The mission of TEA is to provide
leadership, guidance, and resources to help schools to meet the educational needs of all students.
The work of TEA and the entire public school system is driven by laws created by the Texas
legislature and the U.S. Congress, as well as administrative rules adopted by the Commissioner
of Education, the State Board of Education, and the State Board for Educator Certification, all of
whom provide statewide leadership for the Texas public schools (TEA, 2015a).
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With respect to governance, Texas has more than 1,200 school districts and openenrollment charters. Enrollment data for students attending Texas public schools in the 2013-14
school year indicated that districts ranged in size from less than 1 square mile to about 5,000
square miles. The smallest district in the state (Divide Independent School District [ISD]) had a
total enrollment of 13 students and the largest district (Houston ISD) had a student enrollment of
210,000 (TEA, 2014c). The districts are divided into 20 regions serviced by ESCs. TEA
coordinates with the 20 Regional ESCs to provide support to school districts and charters. They
provide a wide array of training, services to Texas schools, such as handling payrolls for
districts, meeting space, and much more (TEA, 2015a). Districts are classified on a scale ranging
from major urban to rural. Factors such as size, growth rates, student economic status, and
proximity to urban areas are used to determine the grouping. Table 13 presents data about
community types in Texas.
Districts are grouped by size into nine categories based on the number of students in
membership on a specified day in late October. Table 14 presents the 2013 summary tables for
district size.
Representative Bureaucracy
Extensive research has supported the significance of minority representation in
organizations to improve interests of minority groups (Darling-Hammond, 2010; Meier, 1993;
Meier & Bohte, 2001; Meier, Wrinkle, & Polinard, 1999; Pitts, 2005, 2007; Rocha & Hawes,
2009). Studies of representative bureaucracy in education have highlighted the levels of impact
on students, teachers, and managerial-level bureaucrats (principals, superintendents) and
addressed their influence on educational opportunities for same-race student outcomes (Meier &
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Table 13
Types of Communities in Texas Related to School District Grouping, 2013
Community type

Classification

Districts

Schools

Major Urban

The largest school districts that serve the six metropolitan areas
of Houston, Dallas, San Antonio, Fort Worth, Austin, and El
Paso; populations more than 840,000; more than 35% of
students identified as economically disadvantageda

11

1,337

Major Suburban

Other districts in and around major urban areas; student
population at least 15% of the major urban area size

80

2,019

Other Central City

Major districts in large but not major Texas cities; populations
100,000 to 839,000

41

1,164

Other Central City
Suburban

Other school districts in and around the other large but not
major Texas cities; student population at least 15% of largest
district enrollment in the county

165

1,222

Independent Town

The largest school district in counties with populations of
25,000 to 99,999

70

471

Non-metro Fast
Growing

School districts not in any of the above categories that exhibit a
five-year growth rate of at least 20%. Must have at least 300
students.

32

81

Non-Metro Stable

School districts not in any above category yet with number of
students exceeding the state median

182

775

Rural

School districts not in any above category; growth rate over the
past 5 years of less than 20%; enrollment between 300 and the
state median or less than 300

445

934

Charter Schools

Open-enrollment schools granted a charter by the State Board
of Education

202

552

Source: Snapshot 2013 Summary Tables: Community Type, by Texas Education Agency, 2015d,
retrieved from http://ritter.tea.state.tx.us/perfreport/snapshot/2013/commtype.
a

Economically disadvantaged students are those who are reported to be eligible for free or
reduced-price meals under the National School Lunch and Child Nutrition Program, or other
public assistance.
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Table 14
Sizes of School Districts in Texas, 2013
District size (enrollment)

Districts

Schools

50,000 and over

18

1,844

25,000 to 49,999

30

1,365

10,000 to 24,999

57

1,304

5,000 to 9,999

70

770

3,000 to 4,999

92

624

1,600 to 2,999

135

651

1,000 to 1,599

140

543

500 to 999

249

739

Under 500

437

715

Source: Snapshot 2013 Summary Tables: District size, by Texas Education Agency, 2013a,
retrieved from http://ritter.tea.state.tx.us/perfreport/snapshot/2013/distsize.html

Bohte, 2001; Pitts, 2005, 2007). These findings confirm the need for a broader educational
audience to recognize and value the contributions that Hispanic superintendents bring to the
educational realm for other minority groups within the organization.
The theory of representative bureaucracy suggests that diversity within the public
workforce, especially in terms of characteristics such as race and ethnicity will help to
ensure that the interests if the diverse groups are represented in policy formulation and
implementation processes. (Bradbury & Kellough, 2008, p. 697)
The idea of representative bureaucracy holds that bureaucracy that ―looks like‖ the public
that serves enhances its responsiveness to the public‘s needs (Grissom & Keiser, 2011). Two
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types of bureaucratic representation are utilized to categorize the levels of influence: passive and
active representation. Passive representation refers to bureaucrats sharing the same demographic
background (race, sex, education, religion, etc.), while active representation is the work-through
policy that is used to meet the needs of a specific group of people to benefit their interests
(Meier, 1993; Meier & Bohte, 2001).
Research indicates that active representation is important and most influential at the
―street level‖ in an organization (teachers in the classroom) rather than at the managerial level
(Meier, 1993; Meier & Bohte, 2001; Pitts, 2007). In order to influence educational gains, Latino
administrators (managerial level) require a critical mass before affecting Latino students
positively (Meier, 1993). Looking at the correlation between Hispanic educators and Hispanic
students, Meier and Bohte (2001) asserted that the more people a person supervises (for example,
in district leadership), the more discretion must be permitted at lower levels (teachers).
Exercising a great deal of discretion at the street level, Hispanic teachers most influence student
performance by serving as role models for minority students, inspiring higher aspirations and
motivation. They make key decisions that affect the quality of the education available to
students, such as fewer students being tracked to special education and more admitted to gifted
classes. They possess insight into how to teach and motivate minority students. Minority teachers
diminish racial barriers in educational opportunities (Meier & Bohte, 2001).
To address questions related to representative bureaucracy and whether this practice
reduces opportunities for other nonminority groups, Meier et al. (1999) found that passive ethnic
representation can produce active representation policies that benefit minority and nonminority
students in performing better on state assessments. Their findings indicated that representative
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bureaucracy will not have a negative or redistributional consequence on other student group
populations.
Although a conclusion cannot be drawn about the influence of managerial race and
ethnicity on student performance (Pitts, 2005), a case is made for policies to attract and retain
minority principals because they retain minority teachers, who in turn promote achievement of
minority and nonminority students. To support this stance, Grissom and Keiser (2011) reported
that teachers are more likely to stay in schools run by principals of the same race. These teachers
report higher job satisfaction and lower turnover rates when supervised by their own-race
principal. Given the influence of minority teachers on student performance, understanding what
factors attract and retain minority teachers in the profession has significant implications
regarding the need for representative bureaucracy at higher levels. Given that passive
representation can lead to active representation, minority representation at the supervisory level
may lead to positive effects on minority workers;
Minority supervisors and their subordinates are likely to share common values and
attitudes. Minority supervisors might therefore be more likely to implement personnel policies
that benefit minority workers. They might adopt an advocacy role on behalf of workers with
whom they share demographic characteristics, making it more likely that the organization treats
them well (Grissom & Keiser, 2011).
The objective of this research is not to make a case for the methods or degree of influence
among Hispanic superintendents, but rather to learn of the pathways that current Hispanic
superintendents have traversed to rise to the position of district leadership so that other entities
(individuals, preparation programs, or education agencies) recognize the added value in
selecting, supporting, and mentoring Hispanic educators through the superintendent pipeline.
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The purposes of the study are twofold: to learn about the pathways to the superintendency for
Hispanic superintendents in Texas and to look at their career mobility to identify cultural issues
that they may have encountered along the way.
Theory of Organizational Career Mobility
Edgar Schein (1971) introduced concepts about relationships between the organization
and the individual, as well as the interconnectedness to career mobility. Schein posited that
organizations should be viewed as three dimensional, like a cone or cylinder, as depicted in
Figure 1. In this sense, movement is possible within sectors, either toward or away from the
center axis.
Movement then can occur through three dimensions: vertically, radially, and/or
circumferentially. First, movement may be vertical, either increasing or decreasing one‘s level or
rank in the organization. Second, movement may be radial, increasing or decreasing one‘s
centrality in the organization (being ―on the inside‖). Third, movement may be circumferential,
changing one‘s function or division in the organization.
Within these three dimensions, boundaries exist that characterize the internal structure of
the organization: hierarchical boundaries, inclusion boundaries, and functional or departmental
boundaries. Hierarchical boundaries separate the levels. Inclusion boundaries separate
individuals or groups who differ in organization centrality. Functional or departmental
boundaries separate departments, divisions, or other functional groups. Of significance is the
notion that boundaries vary in number, degree of permeability, and filtering properties inherent
to them.
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Figure 1. Schein‘s three-dimensional model of an organization. From Career Anchors:
Discovering Your Real Values (p. 13), by E. H. Schein, 1990, San Diego: Pfeisser & Company.
Copyright 1990 by University Associates, Inc. Reprinted with permission.

According to Schein, certain filters define these boundaries, meaning that there are set
rules for passing through the boundaries. For example, hierarchical boundaries filter people by
certain attributes (e.g., seniority, merit, personal characteristics, attitudes, who is sponsoring
them). Functional boundaries utilize specific competencies or experience needed by the person.
The most difficult to identify are inclusion boundaries. These boundaries filter using criteria that
may change as one gets closer to the inner core of the organization. Factors such as personality,
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seniority, and a willingness to play a certain type of political game can either help or hinder the
person‘s access to this ―inner circle.‖ These filters may be formally stated requirements or they
may be informal norms shared by group members. Individual careers can be described by the
number of boundaries of each type, the permeability of the boundaries, and the characteristics for
each filtering system (Schein, 1971, 1990).
In most cases, the career will be some combination of movement in all three dimensions:
the person will have been moved up, will have had experience in several departments,
and will have moved into a more central position in the organization. (Schein, 1971, p.
419)
Schien‘s viewpoint will form the basis for analysis of data to identify particular pathways to the
superintendency.
Organizational Career Mobility
Previous literature on career mobility (Kanter, 2003; Kim & Brunner, 2009; Ortiz, 1982;
Vardi, 1980) has expanded on Schein‘s OCM and career mobility concepts from differing
perspectives. In one of the first studies of OCM in educational leadership, Ortiz (1982) asserted
that advancement in public school administration is correlated to one‘s ability and organizational
support. With a focus on the socialization process affecting career mobility, Ortiz maintained
that organizations treat and support women, minorities, and White males differently, thus
affecting their career patterns.
In contrast, Kanter (2003) focused research on the structure of the organization as it
affects career advancement. Her study revealed how an organization shapes the behavior and
personalities of the people who working in the structure. The individual‘s location in the
organizational structure, whether it is a visible or invisible position, influences productivity, self43

esteem, and competence more than do the socialization process or other factors. Limiting a
person in such a manner or not providing conducive environments that shape a person limits the
―fit‖ for career advancement.
Progression of OCM as a theoretical lens has revealed research in multidisciplinary
realms. From a historical standpoint, Vardi (1980) viewed OCM from an organizational behavior
point of view, combining models from various social and behavior disciplines. Examining major
approaches used in career and mobility (i.e., the economic approach, the administrative
approach, the sociological and psychological approaches), Vardi proposed a new classification of
concepts for career mobility utilizing a two-level analysis: the individual versus the organization
and the actual versus the perceived nature of the phenomenon. This classification system maps
key OCM concepts and allows for different perspectives from which to view the phenomenon.
Looking at career mobility from a macro and micro approach, Vardi (1980) stated that
macro approaches emphasize the patterns of job movement and micro approaches look at the
career as a ―series of separate but related experiences . . . through which a person passes during a
lifetime‖ (Van Maanmen, 1977, p. 1, as cited in Vardi, 1980, p. 347). Based on this insight,
Vardi proposed that OCM be viewed as intraorganizational job mobility that is experienced by
members, and the perceptions, attitudes, and behaviors associated with mobility, as opposed to
looking at career mobility primarily by the characteristics or choices made by the individual
(Vardi, 1980). This integrative model helps to identify factors that determine career mobility in
organizations and what individuals in these organizations can expect.
More recent literature has adapted Schein‘s theory, adding a component to his original
concept of OCM. Kim and Brunner (2009) investigated differences and similarities between
women‘s and men‘s career mobility toward the superintendency in terms of career pathways and
44

movement patterns, paying particular attention to women‘s career pathways. They identified
gender differences in career mobility that should be viewed from the perspective of identifying
what works for women and how those things that work for them provide added value to the role
of superintendent. To reach an understanding of gender differences in career development
toward the superintendency, their research focused on school administrators‘ typical career paths
in terms of mobility patterns, with a focus on how their experiences shaped their expertise.
Kim and Brunner (2009) found career pathways for women in educational administration
were different from those for men (detailed information from the study is found in the Career
Development Tracks section of the literature review). In response to what general mobility is
typical for male and female superintendents, their findings support other research (Farmer, 2007;
Glass, 2000; Ortiz, 1982) that states that the position of secondary principal is important to
access the superintendency. To address the question of what type of career mobility patterns
women create or encounter in the process of pursing the career advancement, their findings
revealed a time lag (5 years) between men and women that was smaller than reported in other
studies. In addition, their results indicated no evidence that men and women who take more time
to move into administrative positions are inferior. They concluded that career advancement for
women in elementary education may be diminished by lack of visibility.
Kim and Brunner (2009) found that opportunity in career mobility was related to
concepts such as visibility, exposure, and connections to powerful persons or to core leadership
in organizations. Adding to the theory of OCM, they posited a new dimension for women to
filter: the glass ceiling. ―Glass ceiling‖ is a combination of inclusion and hierarchical boundaries
as originally defined by Schein (1971). Kim and Brunner asserted that the ―glass ceiling‖
prevents minority groups and women from moving up to administrative positions. ―The glass
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ceiling, especially in top levels of leadership, separates minority groups who differ from the
dominant groups by ethnicity or gender, and works as a screening process in vertical and radial
organization career mobility‖ (p. 83).
Using that frame of view, this study examined limitations or obstacles that Hispanics face
as they traverse the pathways leading to the superintendency. Cultural issues were considered to
be another component to the glass ceiling that affects this population. The findings from this
study add to existing literature from a cultural viewpoint of pathways to the superintendency,
particularly from the Hispanic point of view.
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CHAPTER 3
RESEARCH DESIGN
The major purpose of this study was to learn about the pathways that Hispanic leaders
have taken to obtain the superintendent position and to identify cultural issues that they may
have encountered along the way. Qualitative research methodology was used, in particular indepth interviewing. Qualitative research is a means to understand the meaning that individuals or
groups ascribe to a social or human problem (Creswell, 2009).
The study was primarily designed to collect and analyze interview data pertaining to the
pathway to the superintendency for current Hispanic superintendents in Texas. The interview
questionnaire contained questions aimed at gathering participants‘ accounts of career
development tracks, personal and career preparation, and incentives and disincentives to
pursuing the superintendency. An online survey was administered to gather general information
about the participants‘ types of positions previously held and information on extracurricular
activities and career patterns throughout their career. To a lesser degree, observations during the
interviews were used to complete the triangulation of qualitative research data (Lichtman, 2012).
Mason (2002) stated that researchers should be clear about the ―essence‖ of their inquiry
and expressed this as an ―intellectual puzzle‖ that results in the formulation of clear and carefully
thought-out research questions. Intellectual puzzles move the researcher from broad or general
research interests toward a set of research questions that form the basis of an effective research
design. Further, intellectual puzzles are connected to the researcher‘s ontological and
epistemological positions and are grounded within the context of the research problems (Mason,
2002). The ontological perspective studies the nature of existence or the social reality. It involves
asking what one sees as the very nature and essence of things in the social world. The
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epistemological perspective investigates the nature, methods, and limits of human knowledge, or
the knowledge and evidence. It is the researcher‘s theory of knowledge and should concern the
rules by which one decides how social phenomena can be known and how knowledge can be
demonstrated (Mason, 2002). The ontological and epistemological perspectives expressed in the
previous paragraphs as the significance to this study informed construction of interview
questions (Appendix A) and survey questions (Appendix B).
Given the purpose of this study, the inquiry was a combination of comparative and
causal/predictive intellectual puzzles. Comparative puzzles compare x and y and how one can
explain differences and similarities between them, for example, comparing the career
advancement of Hispanics in one context (x) to career mobility in another context (y) and
seeking to explain any differences and or similarities among them. This could involve comparing
groups of people with different sets of experiences (Mason, 2002). The current study was an
example of a comparative puzzle, comparing the career mobility of seven Hispanic
superintendents in Texas to Schein‘s theory of OCM.
This research also has features of a causal/predictive intellectual puzzle. Mason (2002)
described causal/predictive puzzles to pose questions about the influences of x on y or what
causes x or y. For example, what influence does background, personal and career preparation (x)
have on the acquired position of school superintendent (y)? Knowledge about cause-and-effect
relationships could be used in the real world not only to predict but to control events that
ultimately could make decision making in professional contexts rational (Given, 2008). Research
questions in this study investigated whether certain characteristics or attributes lead to the
superintendency, indicative of a causal/predictive intellectual puzzle. The two intellectual
puzzles discussed guided selection and construction of the interview protocol and the survey.
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The goal of using these tools was to address the research questions related to learning about the
pathways to the superintendency for Hispanic leaders.
The data were analyzed and compared to Schein‘s theory of OCM to determine
similarities and or differences in their pathways as they ascend to the superintendency. The
philosophical worldview proposed in the study derives from a social constructivist point of view.
The social constructivist worldview maintains that people seek understanding of the world in
which they live and work. The goal of this framework is to rely on the participants‘ views of the
situation being studied (Creswell, 2009), such as gathering superintendents‘ personal accounts of
their career tracks, personal and career preparation, and incentives and disincentives so that
aspiring superintendents understand the various and potential entry points leading to the
superintendency.
Population
The population of interest in this study consisted of approximately 120 to 130 current
Hispanic superintendents in Texas (TEA, 2014a). The selected superintendents led large districts
(student enrollment exceeding 25,000) in various Texas geographical regions. Specifically, 11
current Hispanic superintendents from five of the seven state geographical regions met the
research criteria (Hispanic superintendents in districts with student enrollment exceeding 25,000)
and were thus eligible to participate in the study. The 11 districts where these superintendents
served were deemed to be representative of 48 public school districts in Texas with student
enrollment in excess of 25,000 (TEA, 2013a), representing 22.9% of the districts in this student
enrollment range.
The purposive sampling method selected was strategic and tied to the overall research
objective of the study (Hispanic superintendents in Texas). The selected Hispanic
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superintendents who led large districts were representative of the population and thus
transferability was applicable. In the latest AASA nationwide study of superintendents, twice as
many superintendents were outside, or external, hires when they were selected (66.2% external
and 33.8% internal). Similarly, on a national level, superintendents in districts enrolling more
than 25,000 students (as in this study) were hired externally (58.9% external and 41.1% internal;
Kowalski & AASA, 2011). Given this data trend on a national level, purposive sampling and
thick descriptions increased the transferability of the study. Transferability ―implies that the
results of the research can be transferred to other contexts and situations beyond the scope of the
study context‖ (Given, 2008, p. 886).
Data Collection
A pilot study was conducted prior to the main study to reduce procedural errors and
improve the usability of the interview and survey protocols. The pilot study interviewed a current
Hispanic superintendent in Texas using the same process from initial contact through the
completed interview process. The purpose of the pilot study was to time the interview and survey
process and determine whether the interview questions or any other process in data collection
should be revised or edited. Once the pilot study was completed and the interview and survey
questions finalized, initial contact was made with the main study participants.
For this emerging study, an introductory email with the survey link (Appendix C) was
emailed using Qualtrics™ survey software to the 11 eligible Hispanic superintendents,
explaining the purpose of the research and introducing the researcher. The email explained the
basic parameters of the study, including the anticipated interview and survey completion time,
their rights as research participants, contact information, and the Institutional Review Board
(IRB) approval notice. Participants were informed that the completed survey served as their
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consent to participate in the study. An emergent design means that phases of the process could
change once data collection began, such as modifying or adapting the interview or survey
questions and changing the setting to adjust to the needs of individual participants (Creswell,
2009).
A Qualtrics software reminder notice (Appendix D) was emailed to nonresponding
participants approximately 2 weeks after the first invitation was sent. This was followed up with
telephone calls to the superintendents‘ respective offices one week later informing administrative
assistants about the purposes of these notices. In an attempt to increase participation rates, a
second reminder notice (Appendix E) was emailed to nonrespondents after the telephone calls,
but this time from the researcher‘s personal email account. The final correspondence came in the
form of a letter that was mailed by express mail service to nonparticipants approximately 9
weeks after the initial invitation (Appendix F). The mailed package contained a cover letter, hard
copy of the survey, and a return-addressed stamped envelope. A different proposal site was
suggested for the interviews in anticipation of the participants‘ attendance at a state conference
for superintendents.
The superintendents were asked to give consent for participation via survey completion.
Those who gave consent and expressed an interest to participate received an invitation to
coordinate a meeting time and location for the interview. Many participants were interviewed in
person in their offices, while others were interviewed off district property during attendance at a
state conference in Austin, Texas, before or after conference hours in the conference hotel lobby
for their convenience. Respondents were coded for anonymity and the highest level of security
was utilized to maintain confidentiality of respondents.
Interview questions were geared toward addressing the research questions:
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1. What was the pathway to the superintendency for Hispanic superintendents in Texas?
2. What career tracks did Hispanic superintendents pursue?
3. What is the extent of their personal and career preparation?
4. What incentives and disincentives exist for current Hispanic superintendents as they
pursue their careers?
5. How does the career advancement toward the superintendency for Hispanic leaders in
Texas compare to the theoretical framework of Schein‘s theory of OCM?
Gaining entry to these participants‘ personal lives proved to be a challenge, as they were
reluctant to respond to the invitation; however, those who participated were obliging and openly
shared their experiences. All interviews ranged from 40 to 70 minutes, well above the 30-minute
plan. Participants realized as they responded to interview questions that this was an opportunity
to share their personal lived experience with a scholarly community. Participants were reassured
that their identities would be kept anonymous and that shared information would be kept
confidential. Hand-written cards of thanks were mailed to participants within a week of
completing the interviews.
Data Analysis
The data analysis used an inductive approach. The purpose of using inductive approaches
in qualitative research is to examine ―the whole‖ to get ideas about the interviewees (Lichtman,
2012). ―The whole‖ in this study was the composite of individual experiences reported by these
Hispanic superintendents regarding their particular pathway toward the superintendency.
Interviews were audio recorded. As data were gathered, interviews and observational data were
transcribed and coded and analyzed using the computer software NVivo™. NVivo is a
computer-assisted qualitative data analysis software that provides tools to help the researcher to
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classify, sort, and arrange information (QSR International, 2014). The survey data were analyzed
using frequencies and percentiles.
As each interview was completed, the interview data were transcribed, reviewed, and
coded to identify themes and concepts. Transcribing, coding, and looking for themes as
interviews were completed allowed for flexibility to adjust data collection methods as deemed
appropriate for future interviews. As explained by Lichtman (2012), the three-prong approach to
this data analysis begins with transcription of the interview data, which allows for (a) coding of
ideas, (b) categorizing these codes, and (c) identifying key concepts or themes from these
interviews.
Data were collected and compared for concepts and themes. Quotations from interviews
and descriptions of noteworthy observations were collected and used as supporting evidence for
identified concepts and themes. Responses to the survey questionnaire were analyzed by
percentages and frequencies. This generic approach to coding allowed for the large amount of
transcribed interview, survey, and observational data manageable for easy identification of
common attributes or themes related to the pathways to the superintendency for the selected
participants (Lichtman, 2012).
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CHAPTER 4
RESULTS
The purpose of this multiple case study was to learn about the pathways that Hispanic
leaders have taken to obtain the superintendent position in Texas public schools and to identify
cultural issues that they may have encountered along the way. The pathways to the
superintendency were defined as career tracks, employment positions held, and personal and
career preparations leading to the superintendent position. Participants recruited for this study
were seven current Hispanic superintendents in Texas who led large districts with student
enrollment in excess of 25,000. Eligible participants completed an online survey and were
interviewed to obtain in-depth descriptions of their personal experiences leading to the
superintendency. To a minimal extent, observational data were collected during the interview
process to complete triangulation of qualitative data. Of the 11 eligible participants, 7
participated in the study, resulting in a 63.6% participation rate.
Research Questions
Five research questions guided the study.
1. What was the pathway to the superintendency for Hispanic superintendents in Texas?
2. What career tracks did Hispanic superintendents pursue?
3. What is the extent of their personal and career preparation?
4. What incentives and disincentives exist for current Hispanic superintendents as they
pursue their careers?
5. How does the career advancement toward the superintendency for Hispanic leaders in
Texas compare to the theoretical framework of Schein‘s theory of OCM?
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Survey Data
The study began with an online survey used to gather general information about the
participants‘ types of positions previously held and information on extracurricular activities and
career patterns throughout their careers. Demographic data were disaggregated by numbers and
percentages. Seven questions were asked on the survey:
1. What is your current age group?
2. What are your total years of teaching experience?
3. At what age was your first administrative position?
4. At what age was your first superintendent position (not an assistant or associate
superintendent)?
5. Indicate all the types if positions/experience you have had in education.
6. As a teacher, what extracurricular activity did you most participate in/sponsor?
7. Which career pattern best describes your educational experience toward the
superintendency?
Analysis of responses revealed that these Hispanic superintendents leading large districts
in Texas were primarily (57%) under the age of 60. The youngest age group was 41–45 and the
oldest age group was 66+. Table 15 reports distribution of participants‘ ages.
As would be expected with 57% of respondents between 41 and 55 years of age (Table
15), 58% had taught in the classroom less than 10 years. Three respondents (43%) reported more
than 20 years of teaching experience. Based on data provided during the interviews, it is apparent
these three respondents viewed their entire educational career as ―teaching experience.‖ Table 16
reports responses concerning years of teaching experience.
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Table 15
Age Groups of Respondents
Age group

f

%

31–35

0

0

36–40

0

0

41–45

1

14

46–50

2

29

51–55

1

14

56–60

0

0

61–65

2

29

66+

1

14

Table 16
Respondents’ Total Years of Teaching Experience
Years of teaching experience

f

%

0–5

2

29

6–10

2

29

11–15

0

0

16–20

0

0

21–25

1

14

26+

2

29

56

All respondents reported that their first administrative job had occurred under the age of
40. Three respondents (43%) had been promoted early in their career while under the age of 30,
and four (57%) had been promoted between the ages of 31 and 40. Typically, various
experiences are required before one becomes a full superintendent. This would explain the
occurrence of first administrator position happening at such a young age. Table 17 reports
answers regarding age at first administrative position.

Table 17
Respondents’ Ages at First Administrative Position
Age at first administrative position

f

%

30 or younger

3

43

31–35

3

43

36–40

1

14

41–45

0

0

46+

0

0

Given that 6 respondents (86%) had obtained their first administrative position under the
age of 35 (Table 17), Table 18 identifies the age at which each participant obtained the first full
superintendent position (not assistant or associate superintendent). Four participants (57%) had
been between the ages of 41 and 45, and one (14%) was age 56 to 60 upon becoming a
superintendent.
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Table 18
Respondents’ Ages at First Superintendent Position (Not Assistant or Associate Superintendent)
Age upon assuming superintendency

f

%

30 or younger

0

0

31-35

0

0

36-40

0

0

41-45

4

57

46-50

1

14

51-55

1

14

56-60

1

14

61-65

0

0

66+

0

0

Experiences leading to the assignment of superintendent can be categorized in five broad
areas (elementary school, middle school, high school, central office, and other). Within these
broad areas were assignments as teacher, assistant principal, and principal for each respective
campus-level position; director or coordinator and assistant or associate superintendent,
associated with central office assignments; and other positions such as college professor,
counselor, or consultant, which can occur throughout and simultaneously with other educationrelated assignments. Table 19 reports the experiences that these Hispanic superintendents had in
education. Positions and experiences frequently most indicated were director or coordinator and
assistant or associate superintendent, each at 71% of responses. This was followed by 57% of the
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Table 19
Respondents’ Types of Positions and Experience in Education
Position

f

%

Elementary teacher

3

43

Elementary assistant principal

0

0

Elementary principal

2

29

Junior/middle school teacher

3

43

Junior/middle school assistant principal

2

29

Junior/middle school principal

2

29

High school teacher

3

43

High school assistant principal

4

57

High school principal

2

29

Director/Coordinator

5

71

Assistant/associate superintendent

5

71

College professor

1

14

Counselor

2

29

Supervisor or consultant

1

14

respondents reporting the high school assistant principalship as a step in their career ladder.
Responses least indicated by participants were the elementary assistant principalship (0%),
followed by college professor and supervisor or consultant (14% each) Most of the indicated
responses came from the central office (10) and high school experiences (9), while the least
indicated responses came from other (4) and elementary school (5).
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Teachers typically partake in extracurricular activities to support student learning and
take on responsibility for administrative experience. When questioned about their experience
regarding extracurricular activities that they had participated in or sponsored as a teacher, 60%
reported experience in coaching athletics, 20% had been a club advisor or had served in some
other extracurricular capacity, and two reported no applicable experience. Table 20 reports
former extracurricular activity by participants.

Table 20
Respondents’ Extracurricular Activity as a Teacher
Extracurricular role

f

%

Athletic coach

3

60

Club advisor

1

20

Other

1

20

When asked about their career path to the superintendency, 86% of the participants
described their experience as teacher to principal to central office. Only one individual had gone
from teacher to central office. Table 21 summarizes these patterns.
Interview Data
The interview questionnaire contained questions aimed at gathering participants‘
accounts of career development tracks, personal and career preparation, and incentives and
disincentives to pursuing the superintendency. The questions asked during the interview were as
follows:
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Table 21
Respondents’ Career Patterns Toward the Superintendent Position
Position pathway

f

%

Teacher to principal to central office

6

86

Principal to central office

0

0

Teacher to central office

1

14

Teacher to principal

0

0

Central office only

0

0

Principal only

0

0

Teacher only

0

0

Other

0

0

1. Tell me about yourself, your family upbringing, and education.
2. What or whom influenced you to pursue your career in administration? Did you have a
mentor? Explain.
3. What were some of the incentives to becoming a superintendent?
4. What were some of the disincentives to becoming a superintendent?
5. What are the difficulties to being a superintendent?
6. On your pathway, did you experience resistance or barriers to advancing your career
during any specific stage of your career? Explain. Which stage/position?
7. At what stage in your career did you decide the superintendent position was for you?
Meaning, which position did you hold?
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8. What do you perceive to be some challenges for Hispanics rising to the rank of
superintendent?
9. Why do you think there aren‘t more Hispanic superintendents in Texas?
10. What advice would you give to an aspiring Hispanic superintendent?
Following the format suggested by Kelsey et al. (2014), responses from the survey and
interview were analyzed interchangeably to address the research questions. Results of data
analysis are reported as related to each research question and the supporting questions taken from
the survey and interview protocol.
Research Question 1
Research Question 1 asked, What was the pathway to the superintendency for Hispanic
superintendents in Texas? The supporting questions were (a) What is your current age group? (b)
What are your total years of teaching experience? (c) Indicate all types of positions/experience
you have had in education, and (d) As a teacher, what extracurricular activity did you most
participate in or sponsor?
The purpose of Research Question 1 was to identify which types of positions and
experiences current sitting Hispanic superintendents had held. The majority of responding
superintendents (57%, Table 15) were under the age of 60, and a majority (58%, Table 16)
reported having taught in the classroom less than 10 years. This leaves the bulk of their
educational career in administrative positions. Interview data identified positions held outside of
the typical traditional track (assistant principal, principal, associate or assistant superintendent,
etc.); one respondent reported that work at Texas Association of School Administrators had led
to a network of connections with superintendents and the location where mentorship
relationships were initially formed. Other respondents reported work as a grant writer, college
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recruiter, director of federal programs, and finance experience in the private sector as key
positions and experience that helped to shape their success as superintendents;
You‘ll be able to be more successful if you have experience. And experience is not
something you can put in a little bottle and say, okay, here, take the experience. You
gotta do it. You gotta do it and learn from it and just be good at what you‘re doing and
that way you‘ll be able to tackle any job that comes along.
One theme that emerged regularly among respondents was campus performance under
their leadership as principal, which they attributed to opening doors and getting name
recognition. The superintendents credited team performance in turning schools around and
improving student achievement. They spoke about being innovative with research-based
strategies and transforming the perception of the campus in community eyes through hard work
and perseverance. After years of success, one respondent spoke of recognition received for
improving student learning: ―I won some awards. I was recognized as Region Principal of the
Year and I got appointed to a couple of state-wide committees.‖
In addition to having these experiences, the superintendents agreed on the skills that one
must possess to complement any working experience: good communicator, charismatic,
adaptable to situations, confident, disciplined, patient, possessed of people skills, understanding
community needs, work with the school board, understanding finances, getting people to work as
a team, self-esteem, and self-confidence. These skills aid in day-to-day operations as a district
leader. Experience in sponsoring or participating in extracurricular activities was reported to help
when fulfilling duties as a superintendent.
People say, ―Did the doctorate program really prepare you?‖ I said, ―No, being a baseball
coach prepared me because everybody played baseball, whether it‘s in the back, in your
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backyard or for a softball or baseball team. There‘s many experts out there, a lot of mad
parents.‖ As a coach, many times, not always, but you have to deal with the media, you
have to deal with parents–angry parents, sometimes–and so, you have to think on your
feet during games and you have to motivate.
Research Question 2
Research Question 2 asked, What career tracks did Hispanic superintendents pursue?
The supporting questions were (a) At what age was your first administrative position? (b) At
what age was your first superintendent position (not an assistant or associate superintendent)?
and (c) Which career pattern best describes your educational experience toward the
superintendency?
The focus of Research Question 2 was the career tracks or employment routes that
Hispanic superintendents have pursued. All respondents indicated that their first administrative
job occurred under the age of 40 (Table 17). The age of acquisition of their first full
superintendent position varied, with the majority (57%, Table 18) reporting 41–45 as the entry
point to the superintendency. With the exception of one participant, whose educational career
path went from teacher to administrative assistant of finance to superintendent, the majority of
respondents (86%, Table 21) described their career path as teacher to principal to central office
prior to being named superintendent. Career paths identified in interview data were similar in
nature and encompassed some mix of classroom teacher, coach, counselor, assistant principal,
principal, athletic director, regional coordinator, executive director, and assistant or associate
superintendent. One respondent commented,
I think that gone are the days where there‘s a traditional pathway, gone are the days
where there‘s a traditional way . . . do not let anyone stand in your way and leadership is
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not about you. But in the superintendency, in the district, it begins with you so take it
very seriously, take it, you know, the role as critical as possible.
Research Question 3
Research Question 3 asked, What is the extent of their personal and career preparation?
The supporting questions were (a) Tell me about yourself, your family upbringing, and
education; (b) What or who influenced you to pursue your career in administration? (c) Did you
have a mentor? (d) What advice would you give to an aspiring Hispanic superintendent?
The purpose of Research Question 3 and its supporting queries was to identify the
personal and career preparation taken by these Hispanic superintendents. Personal preparation
included education, family upbringing, and influencing intrinsic factors. Career preparation
pertained to mentors, influences, networks, support systems and similar ideas.
The educational preparation for these superintendents showed had similarities in some
respects but differ slightly in others. Six of the seven respondents had doctoral degrees and all
seven had been educated in a public school system. Most had not known that they would aspire
to the superintendency. First careers, explored prior to teaching, included professional baseball
player, social worker, engineer, and business manager. The majority of the respondents reported
that they had been good students and that academics came easy to them, with only one
commenting that he had not applied himself very well in high school and had not been sure that
he would go to college. Most of the respondents with a doctoral degree agreed concerning the
opportunities afforded to them because of that advanced education. One respondent summed up
the advice that he had received from a college professor: ―Don‘t worry about the title. Get your
letters first. Because if you get the title—superintendent—prior to your letters, there‘s a good
chance you don‘t finish your letters.‖ Another respondent mentioned that he had been promoted
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from middle school principal to assistant superintendent and attributed that opportunity to his
doctorate.
I went from a middle school principal . . . to the doctoral program . . . leave that program,
become an assistant superintendent. . . . All that changed were three letters: Ph.D.
Nothing else changed, my skillset was still that of a middle school principal, but that‘s
how your life changes.
Family background of these superintendents included parents who were either born in the
United States or were immigrants from Mexico. All seven participants were born in the United
States. The reported childhood family status was either poor on welfare to modest in a workingclass family. Most of their parents had had minimal education; however, all but one reported that
education was encouraged by their parents. That respondent commented that work, not
education, was at the center of his upbringing.
My parents just pushed me to do well and behave well. But they were not there
necessarily for homework or anything else. . . . I had caring parents, they were there all
the time, 24/7, but education was just not a high priority. Working was . . . so no one in
my family, no teacher, no coach, nobody ever said, ―You need to go to college.‖
In contrast, the other respondents cited the importance of education as children,
describing parental expectations for education: ―parents who value education,‖ ―my parents just
pushed me to do well,‖ ―my parents knew that if you come to this great country of ours and you
send your children to school, they‘re gonna be just fine,‖ ―you wanna get out of this situation?
Get an education,‖ ―if I send my children to school, they get educated, they‘re gonna turn out just
fine,‖ ―we always knew we were gonna go to college, that wasn‘t an option, not going to college
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was never a thought.‖ One respondent reflected how this belief in education, instilled at such a
young age, had contributed to his success.
I just didn‘t wanna fail, and I just . . . since I was in elementary, kept hearing ―Gotta go to
school, do good in school, keep your grades up, behave, once you go to school, when
you‘re done, you graduate, go to high, go to college, and graduate from college.‖ I had
just been hearing that since I was little, so . . . it just became part of my DNA.
The role of mentorship emerged as a critical component in the personal and career
preparation of superintendents. These superintendents named mentors in their life who ranged
from parents, friends, and colleagues to campus-based administrators when they served as
teachers, as well as superintendents for whom they had worked as they climbed the career ladder.
The underlying message was the role of the mentors in encouraging them to pursue advanced
degrees and promotions.
I was encouraged to get my doctorate degree, to pursue it. . . . I was hooked when he told
me that at that time less than 1% of Latino or Hispanic educators have a doctorate degree.
And that was my hook.‖
One respondent commented that his mentor had broken precedent by promoting him from
elementary principal to executive director:
He‘s the one that I say put me on a different path . . . he put me on a different trajectory
on how it used to work in Dallas. He put me in a place that allowed me, probably to be
here; otherwise, I‘d still be trying to be working my way through central office.
Described as people who had helped to build inner confidence, superintendents credited
their mentors: ―I‘m convinced that, if he had not continued to persist and encourage me . . . I
may have never become a school administrator‖; ―He said, ‗You don‘t give yourself enough
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credit. You should have all the confidence in the world that, regardless of who you compete
against, you‘re going to do well‘‖; ―I wasn‘t thinking about being a superintendent until he came
into my life, into the picture. He‘s the one who started talking to me about it, introducing me to
people‖; ―He inspired me to do something that I didn‘t think was attainable.‖
Another key point was that, once the mentorship relationship was established, it was
reciprocal and did not end.
I think that there‘s a hidden benefit that‘s an added value on mentorship in that once
you‘ve established that relationship, it goes on. It doesn‘t stop. And, maybe your mentor
becomes a superintendent, you, the mentee, become a superintendent, now you‘re
colleagues and so you share some of the same things. That‘s another very interesting
dynamic. . . . Mentorship is really more lifelong than it is just getting your doctorate or
you get your superintendency and it‘s over. Once you build that relationship, you really
have a mentor for life.
Another described the constant communication to help each other as they traversed the
role of superintendent.
I have friends who are superintendents. Some are in their first year, some are in their
second year. I have friends who have been superintendents 10 years. We keep in contact.
I‘ll get an email that has some valuable information, I‘ll forward it to them, pick up the
phone, talk to them . . . . ―How things going?‘ And they do the same thing to me, the
people who mentor me. You know, it‘s just simple communication. ―How things going?
Hey, I‘m a little jammed here. . . . I got this situation, what do you think?‖ I call them.
The role of these networks and inner circles and how they influenced the participants‘
lives was critical to their personal and career preparation. Through networks the superintendents
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had been able to advance in their careers. The network connections were reported to occur in
many day-to-day interactions and with a host of people already in key positions, such as sitting
superintendents, school board presidents, professors, and professional recruiters, as well as
connections made through superintendent programs and outside the traditional educational
setting. Words of caution were given that, despite the importance of networking and mentoring,
ultimately it is one‘s own work ethic that sets one apart.
I did make some critical connections but again it was my work. Here‘s what I constantly
let people know: It‘s not networking that‘s important; sponsorship is more critical. The
difference between networking is, we‘ll go to a function and say there‘s about 16
superintendents, so we network, we work the room. You need to do that. But here‘s what
I say to administrators or those that want to be a part of a team: Let your work speak for
you. . . . It wasn‘t me saying, ―Oh, I can do this, I‘m gonna go do that and I‘m gonna
meet so-and-so.‖ Just focus on the work and then everything else takes care of itself.
Having support systems is another component of preparation for the superintendency.
One respondent spoke of hardships in trying to complete the doctoral program and the resonating
message that he received from one of his mentors regarding the importance of a Hispanic person
completing the degree.
He inspired me to pursue something that I didn‘t think was attainable. What I give him
credit for is that he made me see that the need for leadership, especially for Hispanic
male or females, is so critical because of the percentage or the changing demographics
that no one was really talking about in 1999. . . . When I got into the program, I said,
―You know, Dr. E, I just think I need to, uh, I don‘t know if I‘m gonna complete this, I‘m
gonna head back some point, I don‘t know if I really need to, to finish my doctorate, I can
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say and check that off that I gave it a shot.‖ And he made sure that I was aware of the
changing demographics and of the future of the state of Texas. And when he made me
aware of that, I realized, wait a minute, this is real! . . . And that‘s when Steve Murdoch
hearing him speak on the changing demographics in the state of Texas, I think it was
even entitled ―The Texas Challenge.‖ And seeing that, I said, ―Wait a minute,‖ and
listening to Dr. E saying, ―You can‘t go back, you‘ve got to fulfill basically a purpose of
assisting students that will be looking more and more like me.‖ So, he inspired me and,
and the rest is history.
When asked about the support systems for Hispanics, one reply was,
In my opinion, we just need to continue pushing our Hispanics, our principals, our system
principals, to continue in furthering their education. And give them the opportunities at
senior-level positions, cabinet-level positions, so we can grow and there will be more
Hispanics . . . because that needs to be; the number of Hispanic superintendents needs to
continue to grow.
Equally if not of paramount importance was the role of family support systems in their
preparation for the district leadership role. Respondents relayed the message behind spousal
support: ―Just as important if not more important is you have to have an understanding family,
especially an understanding partner‖; ―If your spouse is not supportive, then you‘re gonna have
problems‖; ―I really mean what I said about the supportive spouse that you‘ve got to have. I
think that‘s paramount . . . because you‘re uprooting your family and maybe children.‖ Another
superintendent spoke of the long hours associated with the position and pursuit of the doctorate:
When you‘re doing that dissertation, being a superintendent, you need that support and
my wife has been wonderful in supporting me. Because there‘s times that I‘m never,
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never home. I get home late and my little one tells me, ―Are you gonna change
[clothes]?‖ Because he knows, when I change, I‘m staying home.
Advice to aspiring superintendents was given in abundance. Repeated concepts among
the respondents included being mobile, being aware of the family sacrifice, getting the doctorate,
being resilient, being passionate, possessing people skills, being innovative, being focused, being
a good communicator, having a strong work ethic, and seizing opportunities. One respondent
advised,
Decide whether or not you are willing to make the sacrifices that it will take to become
that superintendent, and that includes the likelihood that you have to be mobile, the
likelihood that you will spend very little time with your kids and family, the likelihood
that you will be fired or asked to leave at some point.
Another stated,
At the end of the day, we as Hispanics shouldn‘t make an excuse as to, ―Hey, I‘m not a
superintendent because I‘m not getting the support.‖ No, we need to take the initiative.
Take the bull by the horn and say, ―This is what I want to do, and this is what I‘m going
to do, I‘m going to bust my back to get where I need to, to do what it is that I want.‖
In summing up the superintendent position, one participant remarked,
You really gotta love what you do and you gotta be passionate and you gotta understand
that the decisions that you make, if you‘re gonna become a superintendent, that you‘re
not in this role to win a popularity contest. You‘re not here to make decisions that are in
the best interest of the adults. You‘re here to make decisions that are in the best interest
of the students.
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During the discussion about opportunities, two respondents commented that initial
opportunities had been afforded to them in an attempt to meet diversity quotas.
Toward the end, J did share with me that what led to my selection was that for years—
because I was the first Latino principal ever in that city—was that these Latino advocate
groups had been bothering him for years about not ever having selected a Latino
principal, and he was sick of it. And they all had people in mind. And to be spiteful he
said, ―You want your Latino? I‘ll give you your Latino. But it‘s not going to be the one
that you all want.‖ So he put me in there and he felt that, if I failed, he‘d go back to them
and say, ―There is your Latino.‖ And if I didn‘t fail, then he‘d look like a genius. But
either way, he got them off his back. So I didn‘t know how to take that. I didn‘t know
whether to take that as an insult or whether to take that as, ―Well you know what?
Sometimes opportunities present themselves.‖
Another respondent stated that he had felt that his placement was a test of sorts.
What I mean by that is it seems to me that, and this is just an anecdote, just an opinion, it
seems to me like we are a little bit more of a pilot, or a test, or we‘ll see how he or she
does, kinda situation. And there‘s when you‘re the first and you break that glass ceiling,
and you break the ice, then you better do good because let‘s just say you‘re a female, no
matter what color you are, and you come in and you don‘t do well. I‘m not real sure the
trustees in the future, immediate future, would hire a female right away. So yeah, it‘s a
different evaluation and. whether you like it or not, I always tell people I got the job
because I think I was the best person for the job but I just happen to be Hispanic. I didn‘t
get the job because I am Hispanic. However, whenever you‘re evaluated and you‘re
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judged, formally or informally, it does matter. . . . It bothers me that sometimes we‘re
judged by a different measuring stick.
In response to these types of situations, respondents stated that they would seize the
opportunity.
That‘s what motivates me. . . . I‘m sure in my career, I was selected on factors unrelated
to the job description. It‘s offensive and what I do is—and they benefit from it because
the appearance that they have made a great selection—but what I will not do is let
someone out there use me as a tool to show that, ―Here is your Mexican administrator,
first one ever, go get him boys and say, if he fails, then I go back to those groups and I
have to say, ‗I gave you and look what happened.‘‖
Other respondents advised, ―You take advantage of all of the opportunities you have‖ and
―I think opportunities are there now for the next generation of Hispanics coming up.‖
You know all those experiences help you . . . Just be open to opportunities because every
opportunity, every role you play, you‘re going to learn something. And you‘re going to
have more to offer at the table when you become that superintendent . . . . Take
advantage of the opportunities that you have so you can be good, well rounded and you
will have all that experience under your plate.
The belief in self is one aspect of the personal preparation for the superintendency.
Responses included comments such as, ―I made it a point to motivate me to say, ‗Everybody
thinks they made the wrong decision.‘ My job is to make sure that I make Dr. R and the board
look like geniuses.‖
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So if you are confident about yourself and you know you could do a great job, you want
to remind the organization that ―I could pick anywhere and go work for anybody. I‘m
trying to determine whether I want to work for you.‖
Another remarked,
I felt confident that I could do the job if I had the credentials and if I had the opportunity.
. . . I can‘t tell you I wasn‘t scared, I mean, of course, I was the very first time, the very
first board meeting, but this is one of those jobs that, again, it‘s almost the on-the-job
training.
A common response among participants was the belief that they could do the job.
Research Question 4
Research Question 4, asked, What incentives/disincentives exist for current Hispanic
superintendents as they pursued their career? The supporting questions were (a) What were
some of the incentives to becoming a superintendent? (b) What were some of the disincentives to
becoming a superintendent? and (c) What are the difficulties to being a superintendent?
Questions posed for Research Question 4 focused on identifying the incentives,
disincentives, and difficulties in doing the job. The incentive most reported was the ability to
change lives. ―I felt like, if I‘m gonna work hard in this field of education then, I want to,
number one, impact more lives; and number two, be compensated for it.‖
Some of the incentives I feel are obviously the ability to impact not only campuses and
schools, but an entire community. So an incentive for me is to determine how I can best
assist others with regards to creating a quality public school system . . . a world-class
school district;
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Another added, ―I would be able to impact a lot of kids and I would be able to impact a lot of
teachers.‖
The disincentives given far outweighed the incentives to pursuing the superintendency.
Three key concepts were mentioned as disincentives: lack of job security, board relations, and
family sacrifices. To describe vulnerability in the profession, one respondent commented,
There really isn‘t any security. So when people sometimes are critical about the kind of
money you make, they have to understand that it comes at a cost. It comes at a cost that
can be reduced simply to this: The day that four of them don‘t want you to be their
superintendent anymore, you are not their superintendent. . . . But the disincentive is, are
you willing to move? Are you willing to be fired? Because that‘s the first thing we learn
in superintendent school. The day you become a superintendent, you have to come to the
conclusion [that,] if you become a superintendent, you have to come to terms with the
likelihood, not everyone, but I would guess 8 out of 10, with the likelihood that you are
going to be fired, pressured to leave, or asked to leave at some point in your career.
Delicate board relations also emerged as a component that may and could be a
disincentive in the profession. Several respondents described this relationship.
You‘re not working within the organization for a supervisor; you have seven supervisors,
seven evaluators. And I‘m not so sure a lot of people that, when they get into the
superintendency, understand that it‘s a whole new dynamic. You‘re a quasi-elected
official. You‘re not an elected official, you‘re not a politician but you have to deal with
politics and you have to deal with elected officials.
In a similar vein, another reflected,
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Some of the disincentives, obviously, you‘ve gotta be prepared to work with school
boards. . . . What I saw really quickly, or fairly quickly, was the fact that you have to
work with boards—9-member board—and, to me, that was a disincentive because it
could be very problematic.
One respondent described: ―You have some board members that need you to be more
responsive than others and there are some that take time more than others and it‘s all about that
relationship.‖
Another respondent summed the challenges:
What you have to understand being a superintendent is that the seven people that you
report to, there are no minimum requirements. They can be educated, they can be
uneducated, they can be racist, they can be taking money, you may have picked the
wrong contractor, they may have tried to get you to pick a different contractor and you
simply wouldn‘t do it because you didn‘t want to go to prison. There are so many things
going on behind the scene that no one really knows the reason for why you are being
bought out or why you are asked to leave. That‘s why I never apologize about the money
because I have moved my family, my kids have attended so many schools and I may be
let go with a four-to-three vote tomorrow. And what will I get out of it? I get 18 months
of pay minus taxes.
The most difficult disincentive for these participants was the impact of the job on family.
One reported that family time is sacrificed first. ―You sacrifice somebody, it‘s always family . . .
you don‘t sacrifice work.‖ The need for balancing job and family responsibilities was cited.
―Balancing that time with these little ones, right here, family . . . you make a lot of sacrifices, and
as you move up, as you‘re superintendent, it takes a lot of sacrifice from your family.‖
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Regarding difficulties in doing the job, these superintendents reported a heavy burden in
creating high-quality educational systems for students. They described the difficulty of informing
the public and of looming accountability measures.
What‘s happening, I think, is people need to understand that our job is to make sure that
those that don‘t see the need to support public education; understand that the future of our
Texas economy is based on the success of that workforce. And that workforce is best
trained in its public schools because it educates the mass. . . . It‘s difficult to make some
people understand how important it is for us to have a quality public education system. . .
. It‘s also difficult to have individuals support a bond issue. . . . You have to really speak
to the importance and have a plan how this would be beneficial for the entire community
but also the state because, eventually, those we educate today may be the ones who are
taking care of you and your medical needs at a later time.
Similar in nature, another participant expressed concern.
I think the biggest difficulties are trying to make the connection between how it is a
business, and how the business is run, because I think the fiscal reality of most is that
they don‘t see it. That it‘s run like a business and how we connect that because
everybody thinks or expects you can buy, you can purchase, you can give, or you can
compensate.
When connecting these issues to the accountability measure, the superintendents reported
flaws in using a single test to determine the quality of the district.
I do think that it‘s also more and more difficult with the state accountability system. . . . I
do agree that we should have an accountability system, but it should be multi-leveled and
multi-tiered to the point where it‘s not just a single task, and it‘s not just at the end of the
77

year, it‘s something that can be cumulative. . . . So it‘s our job to make sure that our
product goes back to our accountability system. We have to have some accountability
system, I‘m not for removing that, I am for removing the overreliance on a single test.
Research Question 5
Research Question 5 asked, How does the career advancement toward the
superintendency for Hispanic leaders in Texas compare to the theoretical framework of Schein’s
OCM? The supporting questions were (a) At what stage in your career did you decide the
superintendent position was for you? (b) Did you experience resistance or barriers to advancing
your career during any specific stage of your career? (c) What do you perceive to be some
challenges for Hispanics rising to the rank of superintendent? and (d) Why do you think there
aren‘t more Hispanic superintendents in Texas?
To compare these findings to Schein‘s theory of OCM, it was important to identify
resistance or barriers specific to Hispanics throughout their career path and to address the
challenges that they encountered along the way. Issues related to shortages were investigated to
determine whether a correlation existed to concepts in Schein‘s theory. Asking these current
Hispanic superintendents when they had decided on the superintendency helped to explain what
experiences had aided in their organizational career advancement.
In examining resistance and barriers, two connected sentiments arose from the
interviews. The first was the notion that some parts of Texas are not quite ready to be diverse in
school leadership. The second was that, despite Hispanics‘ qualifications to do the job, the
individual can be his or her own barrier.
I don‘t know that there are many barriers. I think what‘s going to end up happening is
there are going to be some school districts in some communities, primarily affluent Asian
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Americans, White, to some extent Indian communities where being a minority, any
minority, is going to make it less likely that you will ever be their superintendent.
Another respondent remarked,
I never did not get a job because of my ethnicity. I think I need to say that first. However,
the unspoken truth of the matter is that there are certain areas in Texas that may not be
ready. Period. I mean, I‘m just being very frank. . . . I think that there‘s some people
around the state of Texas, obviously, that are understanding the demographic shift that‘s
taking place and that welcome diversity. And that are very, very color blind. But, let‘s
face it. There are some trustees in certain areas of the state where, no, they‘re not gonna
have a female, no, they‘re not ready for a person of color. Frankly.
The majority of the sentiment conveyed was that there were no barriers specific to race or
ethnicity, but rather a pro-active approach to ensure that race or ethnicity never became the issue.
In any profession . . . , especially in the school business, let your work speak for you. . . .
Along my career pathway, that may have been a hindrance or a stumbling block,
possibly. However, I didn‘t allow it to be. I let that be a catapult rather than a hindering to
what I chose to do.
A respondent added that the individual may be the only barrier.
Put yourself into the situation to apply. Don‘t let someone else make an excuse, that,
―Oh, we didn‘t hire.‖ . . . you know, don‘t be an excuse, ―Oh, they wouldn‘t have hired
me anyway.‖ Do the things that you need to move along your résumé, your career—
working for kids, working for staff, working for communities—that put you in a place to
allow you to be considered strongly for the position. I don‘t think that people say, ―You
know what? I‘m not gonna hire this person because they‘re Hispanic.‖
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To describe the hesitation to apply for positions, one participant commented, ―I think that
our own worst enemy is ourselves. We are our own worst enemy.‖
A challenge reported by these superintendents was a perception that may be specific to
Hispanics.
Sometimes for Hispanics, it‘s still the perception that you‘re Hispanic, it makes it
sometimes difficult in all areas of the state to be able to get hired as superintendent. . . .
There‘s still some perception that Hispanics are going to be successful in certain areas of
the state, certain portions of the state. . . . When you begin to look at the larger districts,
look at the number of people that lead the larger districts, very few of us.
Another superintendent reported a warning that he had been given by a fellow
superintendent:
So they would try to pigeonhole me as being capable only of being in one of those
environments. Dr. L. and I would talk all the time and he would say, ―Don‘t let them do
that to you because the minute they put you in one of those school districts, that will
define you. People will assume that that‘s what you love, that‘s the only kind of school
district you can lead.‖ You can do better than that.
When queried about reasons for the shortages, the participants reported that, for
Hispanics, it is an issue of mathematics. There are few Hispanics getting advanced degrees,
resulting in fewer applicants qualified for the position of superintendent. Comments included the
following: ―From the very get go, they don‘t get an education‖; ―The pool may not be as varied .
. . pursue your higher level of education‖; ―When you don‘t have people coming out of college,
you‘re cutting down the number of people even eligible‖; ―When you start looking at pure
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numbers, there‘s not a big pool to go through because think about who went and pursued a
master‘s and doctorate.‖
A major concept behind Hispanic superintendent shortages was the issue of mobility. It
was agreed that a large number of Hispanics are deeply rooted to family, which limits their
opportunity for career advancement. Comments include the following: ―You‘ve got to really
consider moving‖; ―You need to get out of here‖; ―A lot of people that are bright and capable of
being a superintendent who know a lot . . . who will not leave the city to go become a
superintendent somewhere else‖; ―They‘re not mobile. It‘s the family. It‘s the culture. . . . You
gotta be able to pick up and move, and leave mom and dad‖; ―People are not willing to get up
and relocate. . . ‗I can‘t get away from my mom, my dad, the family‘‖; ―If you‘re not willing to
get up and uproot your family, then your life will be limited to that 10-mile radius that you live
your entire life‖; ―Yeah, it‘s a bummer leaving your family and your brother and your friends,
but there‘s people who won‘t leave. . . . One advantage is, I‘m still in the state of Texas. I‘m one
direct flight away.‖
When asked when they had decided to pursue the superintendency, the participants
reported that it had occurred primarily when they were serving in the capacity of assistant
superintendent. A couple of participants reported that it occurred when they were a campusbased administrator, either an assistant principal or principal. A common sentiment was that they
would see people in that capacity and say, ―I can do that.‖ One respondent replied that the
position is not completely unattainable. ―I just saw people. I would read about who it was and I‘d
meet people. I‘d think, ‗They‘re not anything special.‘ Not that you‘d have to be, not anything
special.‖
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Observational Data
To a minimal extent, observational data were gathered to allow triangulation of the
qualitative data. Observations occurred in the participant‘s natural setting while the interview
was conducted. The objective of the observational data was to gather information pertaining to
perceived characteristics. Random notes were taken as observations were made about the
participant‘s demeanor and environment. Two modest themes emerged from observational notes:
(a) Time restrictions make the superintendent position demanding, and (b) there are many
misperceptions about superintendents and their impervious environment.
Time restrictions were noted throughout interactions with these superintendents. Getting
superintendent participation and commitment to conduct the interview proved to be a challenge
from the onset. Solicitation for participation took from 1 to 3 months of ―courting.‖
Arrangements with some of the participants went so far as to schedule the interview while they
were out of their office attending a state conference in another city. This was beneficial to the
cause, as it limited travel expenses and allowed for uninterrupted time for the interview. Even
when interviews were scheduled out of the office, they had to be conducted between conference
sessions and other scheduled meetings. Some interviews occurred on a stand-by basis because
definite times could not be guaranteed.
Strict time demands were noted throughout the interviews, with superintendents‘
administrative assistants routinely entering the room to remind the superintendent of the
following scheduled event on the calendar. Examples of unintended interruptions occurred with a
board member dropping in unannounced during the interview process. To keep the waiting time
to a minimum, the interview quickly advanced while the board member waited in an adjoining
room. A strict schedule for superintendents was visible, with appointment slots as early as 7:30
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a.m. In a particular example, by 7:15 a.m., the superintendent was wrapping up a meeting with
his deputy superintendent before the arranged interview time, which was immediately followed
by his next meeting 1 hour later with board members at 8:30 a.m. Despite hectic schedules, the
superintendents were accommodating and focused on the meeting at hand.
The second theme emerging from observational data was the misperception about
superintendents and their impervious or inaccessible environment. Once superintendents
committed to the research endeavor, they went beyond compliance in answering questions. They
freely and openly shared their experiences, going beyond the planned 30-minute interview to
providing from 40 to 70 minutes for the interview. Interactions were relaxed, with body language
indicating ease in speaking with a stranger about personal experiences and family background.
One superintendent leaned into the conversation, with dramatic facial expressions, throughout
the interview. He started in an upright position in his chair, but this soon was replaced with
forearms on his desk as he scrunched his nose, raised his brows, and regularly swept his hands
across his face when he recalled a detail he wanted to add—body language that the public rarely
has an opportunity to view. Others immediately opened up, sharing personal and intimate
feelings about challenges and family life—issues that affect many people in and out of
education.
Interviews typically started formally but they soon evolved into a relaxed conversation
between two people. Conversations ensued about their doctoral dissertation research and
struggles that they had encountered. Words of advice and praise were given. One superintendent
turned the tables and pseudo-interviewed the researcher about her professional background and
aspirations. Participants graciously provided additional resources, provided suggestions for
differing viewpoints related to the research, and provided names of superintendents whom they
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thought would provide beneficial data for the research project. One participant agreed to meet at
a restaurant to complete the interview. Another delayed his 5-hour commute home that afternoon
to complete the interview. These superintendents proved to be stewards of the profession.
The two emerging themes from the observational data are not exclusive to Hispanic
superintendents. A fairly accurate assumption can be made that data would reveal the same
findings across gender, race/ethnicity, and geographical location. Observational data in this study
indicated the superintendent position to be a multifaceted and demanding profession.
The purpose of this multiple-case study was to learn about the pathways that Hispanic
leaders have taken to obtain the superintendent position in Texas public schools and to identify
cultural issues that they may have encountered along the way. Taken together, data from the
survey, interview, and observational protocols provided an ample depiction of Hispanic
superintendents related to their pathway to the superintendency.
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CHAPTER 5
DISCUSSION
This discussion illustrates the narratives from Hispanic superintendents in Texas who led
large districts regarding their pathways to the superintendency. The small sample size does not
suggest generalizability but rather provides a snapshot of perspectives from first-hand narrative
accounts.
Findings Related to the Research Questions
Data provided the following information related to the research questions.
Research Question 1 asked, What was the pathway to the superintendency for Hispanic
superintendents in Texas? The majority of responding superintendents (57%) were under the age
of 60, and a majority (58%) report having taught in the classroom less than 10 years. This
remaining educational careers had been primarily in administrative positions. Similar to findings
reported by Padilla (2003) and Kowalski and AASA (2011), interview data identified a variety of
positions held as they advanced toward the superintendency, including teacher, coach, assistant
principal, principal, associate or assistant superintendent. Other experiences cited were grant
writer, college recruiter, director of federal programs, and finance experience in the private
sector.
Research Question 2 asked, What career tracks did Hispanic superintendents pursue?
Regarding how their career pattern was obtained, 86% of the participants described their
experience toward the superintendency as teacher to principal to central office; only one went
from teacher to central office. All participants indicated that their first administrative job had
occurred under the age of 40. The age at acquisition of their first full superintendent position
varied, with the majority (57%) reporting the age group 41–45 as the entry point to the
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superintendency. Findings from these Texas Hispanic superintendents differ slightly in age for
entering the superintendency when compared to national data. In the 2010 AASA study, the
modal age for entering the position was 46 to 50 years (Kowalski & AASA, 2011, p. 31). This
difference is more than likely attributed to the small sample size in this research project. With the
exception of one participant, whose educational career path went from teacher to administrative
assistant of finance to superintendent, all other participants described their career path as teacher
to principal to central office prior to being named superintendent. As confirmed in research by
Farmer (2007) and Padilla (2003), career paths identified in interview data are similar in nature
and encompass some mix of classroom teacher, coach, counselor, assistant principal, principal,
athletic director, regional coordinator, executive director, and assistant or associate
superintendent.
Research Question 3, asked, What is the extent of their personal and career preparation?
Six of the seven respondents had doctoral degrees and all seven had been educated through a
public school system. Most had not anticipated that the superintendency would be their chosen
career. The majority reported that they had been good students and that academics came easy to
them, with only one commenting that he did not apply himself very well in high school and was
not sure that he would go to college. In research conducted in Texas (Cervantes, 2010; Garza,
2003), most respondents who had a doctorate agreed on the opportunities afforded to them
because of that advanced education. All seven participants reported that they had been born in
the United States. The reported childhood family status was either poor on welfare or modest
from a working-class family. Most parents had minimal education; however, all but one
respondent reported that education was encouraged by their parents.
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The role of mentorship was a critical component in the personal and career preparation of
superintendents. Superintendents named mentors who ranged from parents, friends and
colleagues to campus-based administrators when they served as teachers and superintendents for
whom they had worked as they climbed the career ladder. The role of these networks and inner
circles and the influence on their lives were critical to their personal and career preparation. This
is consistent with data reported by Glenn and Hickey (2010) and Tallerico (2003) that mentoring
is critical to the success of superintendents. It is through networks that superintendents have been
able to advance in their careers. The network connection is said to occur in many day-to-day
interactions and with a host of people already in key positions, such as sitting superintendents,
school board presidents, professors, professional recruiters, and connections made through
superintendent programs and outside of the traditional educational setting.
Support systems were another component of preparation for the superintendency. Equally
if not of paramount importance was the role of family support systems in the preparation for
district leadership. Participants emphasized spousal and family support in the advance to the
superintendency, including work for advanced degrees and long working hours associated with
administrative positions.
Advice to aspiring superintendents was given in abundance. Repeated concepts were
being mobile, being aware of the family sacrifice, the doctorate degree, being resilient, being
passionate, possessing people skills, being innovative, being focused, being a good
communicator, having a strong work ethic, and seizing opportunities. Belief in oneself was
deemed critical in the personal preparation for the superintendency.
Research Question 4 asked, What incentives and disincentives existed for current
Hispanic superintendents as they pursued their career? Congruent with Azinger (2003) and
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Howley et al. (2002), the incentive most frequency reported was the opportunity to change lives.
Three key concepts were mentioned as disincentives: lack of job security, board relations, and
family sacrifices. Delicate board relations were a component that could be a disincentive in the
profession. A plethora of research has been conducted to indicate the importance of the
superintendent/school board relation (Byrd et al., 2006; Domenech, 2009; Glenn & Hickey,
2010; Groholski, 2009). Eadie (2007) posited that people who exhibit willingness or established
history of involving board members in strategic planning, budgeting, and performance
monitoring tend to be viewed more favorably for the superintendent position. The strongest
disincentive for was the impact of the job on family. These superintendents expressed a heavy
burden in creating high-quality educational systems for students.
Research Question 5 asked, How does the career advancement toward the
superintendency for Hispanic leaders in Texas compare to the theoretical framework of Schein’s
OCM? To compare these findings to Schein‘s theory of OCM, it was important first to identify
resistance or barriers specific to Hispanics throughout their career path and to address challenges
that they encountered along the way. Issues related to shortages were investigated to determine
whether there was a correlation to concepts in Schein‘s theory. Asking these current Hispanic
superintendents when they had decided on the superintendency helps to explain what experiences
aid in organizational career advancement.
Two connected sentiments emerged from the interviews related to resistance and barriers.
The first was the notion that some parts of Texas are not quite ready to be diverse in school
leadership. The second was that, despite Hispanics‘ qualifications to do the job, the individual
can be his or her own barrier. The majority of the sentiment conveyed was that there were no
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barriers specific to race or ethnicity, but rather a proactive approach was taken to ensure that race
or ethnicity never became the issue.
When queried about reasons for the shortage of superintendent candidates, these
participants reported that few Hispanics obtain an advanced degree, resulting in fewer applicants
who are qualified for the position. A major explanation was the issue of mobility. The
participants agreed that many Hispanics are deeply rooted to family, which limits their
opportunity for career advancement. Garza (2003) reported that Hispanic public school
administrators in Texas were more likely to experience upward mobility if they were
geographically mobile.
When asked when they had decided to pursue the superintendency, the participants
reported that it had occurred when they were serving in the capacity of assistant superintendent.
A couple of respondents reported that it happened when they were campus-based administrators,
either assistant principal or principal.
Pathways to the superintendency described in this study aligned with Schein‘s concepts
of dimensions and boundaries; however, for Hispanic superintendents in this study, their career
advancement was most fostered through hierarchical and inclusion boundaries. For example, as
Hispanics move up the career ladder through assistant principal, principal, director/coordinator,
area/associate superintendents, they move vertically through the ranks of the organization. The
position most frequently reported when they decided to pursue the superintendency was area or
associate superintendent. This radial dimension, or centrality in the organization, exposed these
people to views and experience of the superintendent position from an ―inside‖ viewpoint. As
they advanced in their career through the circumferential dimension, their responsibility to affect
outcomes changed from a micro level (campus) to a macro level (district).
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Findings from this study reveal hierarchical and inclusion boundaries within these
dimensions (vertically, radially, and circumferentially) that seemed to be the best indicators for
OCM among Hispanic superintendents in Texas. Hierarchical boundaries separate the
dimensions through filtering of attitudes, personality characteristics, and who is sponsoring these
individuals. Respondents reported belief in self and hard work to be at the center of their career
advancement. Participants in studies by Garza (2003), Grogan and Brunner (2005), McGee
(2010), and Padilla (2003) cited mentoring and networking as key factors in their advancement
through hierarchical boundaries. Second was the role of inclusion boundaries in their careers.
Inclusion boundaries are filtered through personality, seniority, and a willingness to play the
political game. Hispanic superintendents reported sponsorship through mentoring from other
superintendents as a key factor in their career advancement. Functional boundaries were reported
to increase with experiences gained as they moved up the ranks toward the superintendency.
Schein‘s OCM dimensions and boundaries apply to the superintendent position; however,
it appears that, according to Vardi‘s extension of Schein‘s OCM theory, most fit pathways to the
superintendency for Hispanic superintendents in Texas. Vardi (1980) proposed that OCM be
viewed as intraorganizational job mobility experienced by members, and that perceptions,
attitudes, and behaviors associated with mobility, as opposed to career mobility viewed primarily
by characteristics and choices taken by the individual. In essence, rather than looking at
pathways to the superintendency through the acquisition of titles (principal, director, area or
associate superintendent), what determines career advancement or leads to the pathways to the
superintendency for Hispanic individuals are their (a) self-perception, (b) attitudes, and (c)
behaviors as they traverse these specific titles. Narratives that include ―I can do the job,‖
―believe in yourself,‖ and ―networking and mentoring is important‖ support this notion.
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The ―glass ceiling‖ for Hispanics who wish to advance to the superintendency involves
changing perceptions about Hispanic leaders. Four main ideas were identified as perceptions to
be changed or addressed: (a) Hispanics can lead only in certain areas, (b) Hispanics will not
mobilize, (c) Hispanics cannot do the job, and (d) Hispanics need to capitalize on opportunities
as they sett precedent for aspiring Hispanic leaders.
The first idea to challenge is the notion that Hispanics can lead only in certain areas of
the state. Anecdotes were provided relating to this sentiment.
Sometimes for Hispanics, it‘s still the perception that you‘re Hispanic, it makes it
sometimes difficult in all areas of the state to be able to get hired as superintendent. . . .
There‘s still some perception that Hispanics are going to be successful in certain areas of
the state, certain portions of the state. . . . When you begin to look at the larger districts
look at the number of people that lead the larger districts, very few of us.
Another responded added,
They would try to pigeonhole me as being capable only of being in one of those
environments. . . . Don‘t let them do that to you because the minute they put you in one
of those school districts, that will define you. People will assume that that‘s what you
love; that‘s the only kind of school district you can lead, and you can do better than that.
The second perception in need of change is the idea that Hispanic leaders will not
mobilize. It was agreed that many Hispanics are deeply rooted to family and that this limits their
opportunity for career advancement. Comments included the following: ―You‘ve got to really
consider moving‖; ―A lot of people that are bright and capable of being a superintendent who
know a lot . . . who will not leave the city to go become a superintendent somewhere else‖;
―They‘re not mobile. It‘s the family. It‘s the culture. . . . You gotta be able to pick up and move,
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and leave mom and dad‖; ―If you‘re not willing to get up and uproot your family, then your life
will be limited to that 10-mile radius that you live your entire life.‖
The third perception to be changed is the notion that Hispanics cannot do the job. One
participant commented,
I think the challenges are that sometimes individuals feel the best candidates may be
candidates that are not of color. I don‘t know why they would think that, I think that‘s
less and less. . . . I think people aren‘t aware of our diversity in this state. As pronounced
as it is, we need to be able to hire superintendents, assistant superintendents, teachers, for
that matter, that are reflective of the demographics that we serve. Now, that‘s not to say
that an Anglo or a White or an African American cannot work with students that are
Hispanic, but I do think that some of the challenges are that people equate possibly
leadership to leadership of the past. And leadership of the past has been highly, a high
percentage has been Anglo. . . . So, I think just getting opportunities for superintendents
that are Hispanic or of color, it allows an understanding that we‘ve gotta do, not just
because it‘s the right thing, we gotta do well because others are counting on us and others
are realizing that. I don‘t think that there are excuses . . . if there‘s some lack of
confidence by boards in hiring Hispanic candidates, female or male, I think that it‘s
incumbent upon me as a superintendent to be able to say, ―Hey, this is the kind of work
we do,‖ so my work speaks for other Hispanic candidates down the road, so that they
don‘t use that as an excuse.
Another participant added,
I‘m not saying it‘s a racist state, but it‘s a perception of Hispanics, you know, that they
can‘t run the system. The other item is I think now for women the opportunities are there
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to become superintendents where in the past, it never was there. It wasn‘t there for
women; it wasn‘t there for Hispanics, both male and female. I think now it‘s beginning to
change. The perception, I think it has been proven that we can run school districts, large
school districts . . . and be successful at running them.
The fourth idea that calls for change to break through the ―glass ceiling‖ is the notion that
Hispanics must do well when given leadership opportunities so that aspiring Hispanic leaders are
considered to be viable candidates. The sentiments ―Don‘t mess up‖; ―It makes everyone look
bad‖; and ―Won‘t want to hire us again‖ support this notion. Anecdotes included, ―Sometimes
it‘s hard to be the Latino that follows the Latino that they were disappointed with.‖ Put
differently, another respondent commented,
When you look at all the Hispanics who have gotten themselves in a bind with kickbacks,
it hurts our population . . . even though there are a lot of Whites that do the same thing,
there‘s very few of us and the reaction is, ―Now you guys are on the take.‖ And that hurts
us.
The importance of doing well to set precedent was conveyed,
And there‘s when you‘re the first and you break that glass ceiling, and you break the ice,
then you better do good because let‘s just say you‘re a female, no matter what color you
are, and you come in and you don‘t do well. I‘m not real sure the trustees in the future,
immediate future, would hire a female right away.
From these findings, five themes emerged:
Theme 1: One‘s work ethic and proven performance are the best indicators for promotion
to the superintendency.
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Theme 2: Obtaining a doctorate raises the likelihood of promotion to the
superintendency.
Theme 3: Establishing networks and mentorship relationship is detrimental in the pursuit
of the superintendency.
Theme 4: Hispanics increase exposure and experiences when they opt to be mobile for
career advancement.
Theme 5: OCM for Hispanics who pursue the superintendency is most fostered through
the hierarchical and inclusion boundaries described by Schein‘s theory of OCM.
Significance of the Study
The study‘s findings provide an in-depth depiction of career experiences and perceptions
of cultural issues experienced by current Hispanic superintendents in Texas who led large
districts as they pursued their pathway to the superintendency. It is concluded that, rather than
looking at pathways to the superintendency as the acquisition of titles (principal, director, area or
associate superintendent), what determines career advancement or leads to the pathway to the
superintendency for Hispanics is their (a) self-perception, (b) attitudes, and (c) behaviors as they
traverse these specific titles. Findings revealed two overarching themes: (a) changing external
perceptions of Hispanic leaders, and (b) the influence of OCM for Hispanics by self-perception,
attitude, and behaviors in conjunction with specific work experiences related to school
leadership. Taken together, these themes may lead to favorable outcomes for Hispanic
educational leaders as they pursue the superintendency in order to alleviate superintendent
shortages and serve in a leadership capacity that is on par with the diversity of Texas student
demographics. Diversifying the composition of district leadership in Texas and the nation will
result in better preparation of future generations of students for a multicultural democracy.
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Implications
Information gathered from current Hispanic superintendents can be used by
superintendent preparation programs to address issues pertinent to Hispanics and minorities as
they consider pursuit of the superintendency. K–12 public institutions in collaboration with
colleges and universities should expose minorities to the culture of schooling so that
postsecondary education can be realized by minority students. Establishing mentoring programs
with community organizations for minority students while enrolled in K–12 programs will
provide support and guidance for continued education, in particular with leadership programs.
University programs may offer course work sensitive to the needs of cultural diversity in
educational leadership courses. State and national superintendent organizations may serve as
resources to school boards and recruitment agencies to promote minority representation in
district leadership. Through any one or all of these portals—superintendent preparation
programs, higher education institutions, and/or professional organizations—supporting the
development of high-quality, structured mentorship programs and networking opportunities that
promote equity and conscientious thought to diversification in school leadership for Hispanic
individuals, females, and other minority subgroups will bring awareness to the issues considered
in this research endeavor.
Recommendations for Further Study
Given that Hispanic superintendents currently account for 10.8% of superintendents in
Texas, there are many areas to investigate reasons for this disparity. Recommendations for future
study include an ethnographic approach to qualitative research as it pertains to Hispanic
superintendents in Texas, in particular to address issues directly related to the day-to-day duties
and obligations for these leaders. Research involving the dynamics between school boards and
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Hispanic superintendents‘ perceptions related to hiring, selection, and collaboration process
could determine whether biases exist in certain parts of the state. Components in this research
could be apply to all Hispanic superintendents in Texas. Perspectives of female Hispanic district
leaders throughout Texas could be collected for a comparative analysis to findings in this
research. It is recommended to conduct a longitudinal study every 10 years to assess
improvement in equity issues in the pathway to the superintendency in Texas.
The purpose of this multiple case study was to learn about the pathways that Hispanic
leaders have taken to obtain the superintendent position in Texas public schools and to identify
cultural issues that they may have encountered along the way. Findings revealed no one ―right
path‖ to the superintendency. Aspiring leaders prepare for the superintendency through exposure
to the five themes presented above. Work experience in certain leadership positions, such as
campus principal, director or coordinator, and area or associate superintendent, exposes one to
the needed experiences for district leadership. However, it is ultimately the individual‘s selfperception, attitude, and behaviors that are most important in moving through the positions that
will most likely lead to attainment of the superintendency.
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GLOSSARY
Terms that are important to this study are defined below.
1. Career mobility: The movement across positions (both upward and downward) or a
complete change in occupation. Terms such as career mobility, career track, pathways,
and advancement are used interchangeably.
2. Career track: Employment routes taken within an organization to advance to a position.
Terms such as career track, career mobility, pathways, and advancement are used
interchangeably.
3. Education Service Center (ESC): Nonregulatory regional public institutions created and
authorized by the Texas legislature. Their associations with school districts are
collaborative and supportive (Texas Education Agency, 2014c).
4. Enrollment: The number of students enrolled in early education through Grade 12 in the
Texas public school system as of the last Friday in October. This designated day is called
the Public Education Information Management System (PEIMS) “snapshot date” (Texas
Education Agency, 2014c).
5. Hispanic/Latino: Racial/ethnic category that includes students of Cuban, Mexican,
Puerto Rican, South or Central American, or other Spanish culture or origin, regardless of
race (Texas Education Agency, 2014c).
6. Minority race: Identified ethnicities, including American Indian or Alaska Native,
Asian, Black or African American, Hispanic or Latino, Native Hawaiian or other Pacific
Islander; not identified as White.
7. Non-minority race: The identified ethnicity of White (not Hispanic or Latino).
8. Pathway: Various positions for an employee moving through an organization. The move
is usually vertical but may also be lateral to a different type of job role. Terms such as
pathways, career mobility, career track, and advancement are used interchangeably.
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9. Region: The ESC region from which the district receives educational services. There are
20 ESCs serving districts in Texas (Texas Education Agency, 2015c).
10. Superintendent: The chief executive officer of the school district, responsible for its
management and operations (Texas Association of School Boards, 2015).
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APPENDIX A
INTERVIEW QUESTIONS
1. Tell me about yourself, your family upbringing, and education.
2. What or whom influenced you to pursue your career in administration? Did you have a
mentor? Explain.
3. What were some of the incentives to becoming a superintendent?
4. What were some of the disincentives to becoming a superintendent?
5. What are the difficulties to being a superintendent?
6. On your pathway, did you experience resistance or barriers to advancing your career
during any specific stage of your career? Explain. Which stage/position?
7. At what stage in your career did you decide the superintendent position was for you?
Meaning, which position did you hold?
8. What do you perceive to be some challenges for Hispanics rising to the rank of
superintendent?
9. Why do you think there aren‘t more Hispanic superintendents in Texas?
[Currently 10% Hispanic vs. 79% White]
10. What advice would you give to an aspiring Hispanic superintendent?

Observational notes:
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
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APPENDIX B
SURVEY QUESTIONS
1. What is your current age group?
31-35___36-40___41-45___46-50___51-55___56-60___61-65___66+ ___
2. What are your total years of teaching experience?
0-5 _____ 6-10 _____ 11-15 _____ 16-20 _____ 21-25 _____ 26+ _____
3. At what age was your first administrative position?
30 or younger _____ 31-35 _____

36-40 _____ 41-45 _____ 46+ _____

4. At what age was your first superintendent position (not an assistant and/or associate
superintendent)?
30 or younger_____31-35_____36-40_____41-45_____46-50_____51-55_____
56-60_____61-65_____66+_____
5. Indicate all the types of positions/experiences you have had in education. (Check all that
apply)
Elementary teacher _____
Elementary assistant principal _____
Elementary principal _____
Junior/middle school teacher _____
Junior/middle school assistant principal _____
Junior/middle school principal _____
High school teacher _____
High school assistant principal _____
High school principal _____
Director/coordinator _____
Assistant/associate superintendent _____
College professor _____
Counselor _____
Supervisor or consultant _____
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6. As a teacher, what extracurricular activity did you most participate in/sponsor?
Coaching athletics _____ Club advisor _____ other _____ N/A _____
7. Which career pattern best describes your educational experience toward the
superintendency? (Select one)
Teacher/principal/central office _____
Principal/central office _____
Teacher/central office _____
Teacher/principal _____
Central office only _____
Principal only _____
Teacher only _____
Other _____
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APPENDIX C
INTRODUCTORY EMAIL
Subject Line: You are invited to participate in a research study, Pathways to the
Superintendency: A Case Study of Hispanic Superintendents in Texas
Dear Participant:
My name is Sandra Calzada and I am a doctoral candidate at the University of Texas at El Paso
in the Educational Leadership & Foundation program. I am in the process of writing my doctoral
dissertation and am collecting data for this purpose. For my doctoral dissertation I am interested
in learning about the pathways to the superintendency for Hispanic superintendents in Texas. In
particular, I am interested to hear about your lived experiences and of any cultural barriers you
may have encountered as you pursued your career toward the superintendent position.
The purpose of this email is to ask for your assistance as a current Hispanic superintendent in
Texas by agreeing to be a participant in this study. In this study, you will be asked to complete
one online survey and one interview. The survey should take less than 5 minutes to complete,
while the interview may take 30 minutes of your time. The setting for the interview is to occur
outside of your district headquarters and preferably face-to-face. If this cannot be
accommodated, the interview may be held via video conference using Skype.
This survey and interview questionnaire has been approved by the Institutional Review Board
(IRB) of the University of Texas at El Paso (UTEP). There are no risks involved with
participating in this study. The survey responses will be identified by name (to the principal
investigator only) for purposes of acknowledging participation in order to schedule the interview.
The interview will be audio recorded, but will not collect identifying information of any
respondent. All of the information collected in the survey and interview will be protected for
confidentiality. There is no compensation for participating in this study; however, information
collected by your participation may benefit the profession in educational leadership for aspiring
Hispanic superintendents by better understanding pathways to the superintendency and possible
cultural barriers one may encounter in their endeavor. Attached is a copy of the interview
questionnaire, so that you may begin the recollection/reflection process.
Your participation in this study is voluntary and you are free to withdraw your participation from
this study at any time. Please ask any questions that you have about participating in this project
at any time. I want you to have the information you need to make a decision that is best for you.
If you have any questions regarding the survey, the interview questionnaire, or this research
project in general, please contact me or my advisor Dr. John Daresh at jdaresh@utep.edu or
(915)747-7592. If you have any questions regarding your rights as a research participant, please
contact the IRB of UTEP at research@utep.edu or (915)747-5680/5401.
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By completing and submitting the 5 minute survey (link below), you are indicating your consent
to participate in the study and I will be contacting you to schedule the 30 minute interview. Your
participation is appreciated.
Sincerely,
Sandra Calzada
Doctoral Candidate
University of Texas at El Paso
(915)xxx-xxxx
Email: scalzada@miners.utep.edu
Advisor: Dr. John Daresh
Educational Leadership & Foundation Program
University of Texas at El Paso
(915)747-7592
Email: jdaresh@utep.edu

Please click on the survey link below to provide your feedback no later than November 15,
2014.
http://www.[xxxx]
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APPENDIX D
REMINDER NOTICE EMAIL
Subject: REMINDER Invitation to participate in research study – Pathways to the
Superintendency: Case Studies of Hispanic Superintendents in Texas
Dear Participant:
Recently, you were contacted via email to request your participation in doctoral dissertation
research. If you have not yet completed the survey via the Internet, I would like to extend a
reminder to you that you are still able to do so.
The primary method of data collection for this research project is an in-depth 30 minute
interview, with the survey being used as your consent to participate in the study and collect
general career information about you. The completed survey is needed to acknowledge your
participation, so that I may contact you to schedule the interview.
To participate in the online survey, click on the link below or return to the original email sent
October 26, 2014.
I appreciate your time and assistance in providing information and input that will help enhance
the field of educational leadership. I thank you for sharing your personal experience with an
interested scholarly community.
Sincerely,
Sandra Calzada
Doctoral Candidate
University of Texas at El Paso
(915)xxx-xxxx
Email: scalzada@miners.utep.edu
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APPENDIX E
SECOND REMINDER NOTICE EMAIL
Dear Superintendent,
You are one of a small group of Hispanic superintendents in Texas who have been purposively
selected to provide input for dissertation research. The survey window will be closing soon.
The primary method of data collection for this research project is an in-depth 30 minute
interview, with this survey being used as your consent to participate and collect general career
information about you that will be used in the study.
I am aware of how busy you are, so I have structured the survey to take less than 3 minutes to
complete. I appreciate your time and assistance in providing information and input that will help
to enhance the value in educational leadership.
Sincerely,

Sandra Calzada
Doctoral Candidate
University of Texas at El Paso
Survey link: http://www.[xxxx]

114

APPENDIX F
FINAL INVITATION LETTER
December 29, 2014
Dr. --Superintendent
--- ISD
Street Address
City, TX Zip Code
Dear Dr. ---,
Recently, correspondence has been emailed to you to solicit your participation in dissertation
research; Pathways to the Superintendency: Case Studies of Hispanic Superintendents in Texas.
The data collection window for this research will be closing soon. I ask you to consider joining
other Hispanic superintendents in Texas who have already participated in this research.
I am attaching a copy of the survey with a self-addressed stamped envelope for your
convenience. The primary method of data collection is an in-depth 30 minute interview, with the
survey being used as your consent to participate and to collect general career information about
you that will be used in the study.
NOTE: Interviews will be held during the Midwinter Conference in Austin, TX, January 25th28th, 2015. I hope you have plans to attend this conference, so that I may schedule a meeting with
you at the conference center.
I thank you for taking the time to complete and return the survey. Once the survey is received, I
will contact your office to schedule the interview in Austin, TX, January 25th-28th, 2015. I do
appreciate your participation in this research.
Sincerely,
Sandra Calzada
Doctoral Candidate
University of Texas at El Paso
(915)xxx-xxxx
Email: scalzada@miners.utep.edu
enc: survey, return-addressed stamped envelope
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